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1992  REPORT  OF  THE  JOINT  TRffiAL/BIA/DOI 
TASK  FORCE  ON  THE  BUREAU  OF  INDIAN 
AFFAIRS  REORGANIZATION 


WEDNESDAY,  JANUARY  27,  1993 

House  of  Representatives, 
Subcommittee  on  Native  American  Affairs, 

Committee  on  Natural  Resources, 

Washington,  DC. 

The  subcommittee  met,  pursuant  to  call,  at  2:10  p.m.,  in  room 
1324,  Cannon  House  Office  Building,  Hon.  Bill  Richardson  (chair- 
man of  the  subcommittee),  presiding. 

STATEMENT  OF  HON.  BILL  RICHARDSON 

Mr.  Richardson.  The  Subcommittee  on  Native  American  Affairs 
will  come  to  order. 

It  is  appropriate  that  the  first  hearing  of  this  subcommittee  be 
on  the  reorganization  of  the  BIA  since  it  is  the  oldest  bureaucracy 
in  the  United  States  and  one  of  the  most  maligned  by  Indian 
tribes.  In  the  fall  of  1990,  the  BIA  proposed  its  own  reorganization 
plan.  At  that  time,  tribal  leaders  rejected  the  plan  because  the  BIA 
had  not  consulted  with  them  in  its  formulation.  In  the  Appropria- 
tions Act  of  1991,  a  task  force  to  reorganize  the  BIA  was  estab- 
lished wherein  representatives  from  the  Interior  Department  and 
three  representatives  of  each  of  the  12  BIA  Area  Office  tribes 
would  be  represented. 

This  report  before  the  subcommittee  today  is  the  culmination  of 
a  2-year  effort.  I  believe  that  this  reorganization  plan  was  a  good 
faith  effort  on  the  part  of  the  Bush  administration  to  attempt  to 
improve  an  archaic  bureaucracy.  Whether  the  plan  has  merit  or  not 
is  something  we  must  determine  in  this  hearing  and  future  hear- 
ings. We  are  planning  additional  hearings  to  gauge  tribal  reaction 
to  the  proposal  and  the  process. 

Today  we  have  before  the  subcommittee  the  task  force,  made  up 
of  Bureau  and  tribal  officials  who  have  taken  on  the  monumental 
task  of  reforming  the  BIA.  No  matter  what  the  outcome,  this  effort 
is  to  be  commended. 

At  this  time  I  will  remind  all  witnesses  that  their  full  written 
statements  will  be  part  of  the  record.  We  are  going  to  be  keeping 
the  record  open  for  2  weeks,  and  right  now  I  would  like  to  provide 
background  information  and  background  submit  the  report,  for  the 
record. 

[Background  information  and  report  follow:] 

(1) 


BACKGROUND 

On  June  30,  1834,  Congress  enacted  (1)  a  series  of  Acts  "to  regu- 
late trade  and  intercourse"  with  the  Indian  tribes,  and  (2)  an  Act 
providing  for  the  organization  of  a  Department  of  Indian  Affairs 
within  the  Department  of  War.  The  House  Committee  on  Indian 
Affairs,  during  consideration  of  these  bills,  made  a  prophetic  state- 
ment foreshadowing  the  federal  relationship  with  Indian  tribes: 

The  Indians,  for  whose  protection  these  laws  are  proposed,  consist  of  numerous 
tribes,  scattered  over  an  immense  extent  of  country,  of  different  languages,  and  par- 
taking of  all  the  forms  of  society  in  the  progression  from  the  savage  to  an  approxi- 
mation to  the  civilized.  With  the  emigrant  tribes  we  have  treaties,  imposing  duties 
of  a  mixed  character,  recognizing  them  in  some  sort  as  dependent  tribes,  and  yet 
obligating  ourselves  to  protect  them,  even  against  domestic  strife,  and  necessarily 
retaining  the  power  so  to  do.  With  other  tribes  we  have  general  treaties  of  amity; 
and  with  a  considerable  number  we  have  no  treaties  whatever."  F.  Cohen,  Hand- 
book of  Federal  Indian  Law  (1982  ed.)  p.  115. 

Indeed,  the  problem  of  uniformly  serving  500  tribal  entities  con- 
tinues to  serve  as  a  baffling  administrative  problem.  In  1834,  the 
House  Committee  reviewed  the  administrative  problems  of  corrup- 
tion and  lack  of  structure  within  the  Department.  The  Committee 
report  stated: 

The  present  organization  of  this  department  is  of  doubtful  origin  and  authority. 
Its  administration  is  expensive,  inefficient,  and  irresponsible. — Cohen,  117. 

The  Act  of  March  3,  1849,  established  "a  new  executive  depart- 
ment of  the  government  of  the  United  States  to  be  called  the  De- 
partment of  the  Interior."  Section  5  declared: 

The  Secretary  of  the  interior  shall  exercise  the  supervisory  and  appellate  powers 
now  exercised  by  the  Secretary  of  the  War  Department  in  relation  to  all  the  acts 
of  the  Commissioner  of  Indian  affairs.  .  .  Cohen,  119. 

In  general,  the  Commissioner  of  Indian  Affairs  became  the 
centred  administrator  for  virtually  all  aspects  of  relations  with  In- 
dian Tribes. 

For  the  past  144  years,  the  Bureau  of  Indian  Affairs  has  been 
the  main  instrument  for  carrying  out  the  federal  trust  responsibil- 
ity toward  Indian  tribes.  The  existing  structure  of  the  BIA  is  as  fol- 
lows: (1)  the  Assistant  Secretary's  Office,  (2)  a  Central  Office  in 
Washington,  D.C.,  (3)  12  Area  Offices  and  26  Education  Field  Line 
Offices,  (4)  84  local  agency  offices  and  99  BIA  schools. 

In  order  to  address  the  continuing  complaints  regarding  mis- 
management and  inefficiency,  the  BIA,  in  1990,  unilaterally  at- 
tempted to  reorganize.  Tribal  leaders  immediately  rejected  the  BIA 
"Blue  Book"  reorganization  plan  and  requested  the  assistance  of 
Congress  to  forestall  any  efforts  to  implement  the  reorganization 
until  a  proper  consultation  process  was  initiated.  In  the  1991  Ap- 
propriations Act,  Congress  mandated  that  a  Task  Force  of  Tribal 
Leaders  and  the  BIA  join  forces  to  formulate  a  reorganization  plan. 

In  December  1992,  the  Task  Force  published  a  reorganization 
plan.  The  proposed  features  the  following: 

The  Indian  Gaming  Management  Staff  is  established  as  a  new 
organization  within  the  Bureau. 

Area  Offices  have  been  renamed  and  guidelines  have  been  estab- 
lished for  converting  these  offices  to  Regional  Technical  Service  Of- 
fices or  Regional  Line  Offices  at  the  option  of  the  Tribes  served.  In 
either  situation,  the  Regional  Offices  also  become  an  integral  part 


of  the  overall  office  of  the  Commissioner  of  Indian  Affairs  rather 
than  separate  levels  of  bureaucracy  within  the  organization. 

The  Task  Force  recommends  that  a  National  Indian  Advisory 
Board  be  created  and  that  is  functions  and  authorities  be  deter- 
mined by  legislation. 

The  Office  of  Special  Legal  Counsel— Indian  Affairs  would  be  es- 
tablished apart  from  the  Interior  Solicitor  and  would  report  directly 
to  the  Assistant  Secretary.  This  would  be  a  full  service  legal  office, 
including  litigation  services,  which  would  be  at  the  disposal  of  the 
Assistant  Secretary.  It  would  have  field  offices  at  the  Commis- 
sioner level  in  various  locations  depending  on  need. 

The  Division  of  Education  Programs  would  be  abolished  and  the 
functions  and  positions  moved  to  policy  and  planning;  the  Division 
of  Policy  and  Planning  would  be  reduced  to  15  and  the  Branch  of 
Evaluation  would  be  abolished.  The  Division  of  Education  Pro- 
grams would  provide  technical  support  on  issues  and  policy  devel- 
opment, budget  formulation  and  presentation. 

An  implementation  plan  was  approved  to  establish  six  Regional 
Credit  and  Financing  Offices.  These  will  be  formed  by  having  the 
existing  credit  and  finance  resources  assigned  to  the  twelve  Area 

Offices. 

The  Task  Force  developed  preliminary  recommendations  that  in- 
volved moving  control  of  the  vast  majority  of  BIA  programs  to  the 
local  level.  This  would  provide  Tribal  input  throughout  the  budget 
formulation  process  and  ensure  that  Tribes  were  able  to  exercise 
maximum  local  control  and  decision  making  over  the  funds  made 
available  to  them. 

The  Subcommittee  will  hold  a  series  of  hearings  on  these  pro- 
posed changes  in  the  BIA.  Subsequent  hearings  will  emphasize  the 
reaction  of  tribal  governments  to  the  proposals  of  the  Task  Force. 
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PART  A:     HISTORY 

The  Joint  Tribal/BlA/DOl  Advisory  Task  Force  on  Bureau  of  Indian  Affairs 
Reorganization  represents  a  non-partisan  effort  of  the  Tribes,  the  Department  of 
the  Interior  (DOI)  and  the  Bureau  of  Indian  Affairs  (BIA)  to  reorganize  the  BIA. 
Tribal  Leaders  rejected  the  Bl  A's  unilaterally  produced  "Blue  Book"  reorganization 
plan.  Tribal  Leaders  requested  that  Congress  halt  its  implementation.  They 
further  requested  full  participation  in  any  future  reorganization  effort.  As  a 
consequence,  Congress  included  provisions  in  the  Department's  Fiscal  Year 
1991  Appropriations  Act  mandating  the  establishment  of  the  Task  Force. 

Pursuant  to  the  FY  1 991  Appropriations  Act,  Tribal  Leader  Representatives 
and  Assistant  Secretary  -  Indian  Affairs,  Dr.  Eddie  Brown,  negotiated  provisions 
for  a  Charter  during  the  1 990  meeting  of  the  National  Congress  of  American 
Indians  in  Albuquerque,  New  Mexico.  Interior  Secretary,  Manuel  Lujan,  issued 
the  Charter  in  December  1990  under  the  authority  of  the  Federal  Advisory 
Committee  Act.  The  Secretary  then  solicited  nominations  from  Tribes  for  three 
Tribal  Representatives  from  each  of  the  12  BIA  Administrative  Areas.  In  some 
cases,  Indian  Regional  Organizations  were  utilized  for  this  process.  In  other 
cases,  the  BIA  Area  Offices  facilitated  a  process  for  selecting  nominees.  In 
January  of  1 99 1 ,  Secretary  Lujan  named  36  Tribal  Representatives  and  7  Federal 
(BIA/DOI)  Representatives  to  the  Task  Force. 

The  Task  Force  held  its  first  National  Meeting  in  Arlington,  Virginia,  on 
January  22  -  24,  1991,  and  has  held  15,  3-day  sessions  to  date.  These 
meetings  were  conducted  in  10  of  the  12  BIA  Administrative  Areas.   The  only 
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two  Areas  that  have  not  hosted  a  National  Task  Force  Meeting  are  the  Muskogee 
and  Billings  Areas.  Tribal  Leadership  has  been  kept  advised  of  meeting  dates, 
locations  and  opportunities  to  participate.  Public  comment  periods  at  each  of 
these  meetings  have  been  well  utilized  and  all  Tribal  Leaders  in  attendance  are 
encouraged  to  participate  in  work  group  sessions.  The  Task  Force  has  issued 
two  reports  thus  far:  the  April  1 991  "Status  Report  of  Activities"  and  the  "1 991 
Cumulative  Report"  issued  in  February  1 992. 

Congress  continued  the  Fiscal  Year  1991  Appropriations  Act  language 
mandating  the  Task  Force  in  both  of  the  1992  and  1993  Fiscal  Year 
Appropriations  Acts  for  the  Department  of  the  Interior.  The  Fiscal  Year  1 993 
language  provides  that  any  reorganization  proposal  may  not  be  implemented 
until: 

1 .  The  Task  Force  has  reviewed  the  proposal  and  recommended  its 
implementation  to  the  Secretary  of  the  Interior,  and 

2.  The  proposal  has  been  submitted  to  and  approved  by  the 
Appropriations  Committees,  except, 

3.  That  the  Bureau  may  submit  a  reorganization  proposal  related  only 
to  management  improvements  along  with  Task  Force  comments  or 
recommendations  to  the  Committees  on  Appropriations  for  review 
and  disposition. 

Based  on  this  language,  the  Task  Force  developed  a  process  for  the 
Bureau  of  Indian  Affairs  to  use  in  bringing  management  improvement  initiatives 
and  administrative  changes  to  its  attention.  This  process  requires  that  Bureau 
officials  report  on  any  proposals  early  in  the  planning  phase  so  that  the  Task 
Force  is  fully  aware  of  the  initiative  and  its  possible  impact  on  other  Task  Force 
reorganization  activities. 

The  House  and  Senate  Conference  Report  on  the  Fiscal  Year  1 993  Interior 
Budget  contains  additional  instructions  regarding  implementation  of 
recommendations  relating  to  the  "Tribal  Budget  System  (TBS)."  These  directions 
reflect  the  concerns  expressed  by  Tribal  Governments  and  Native  Organizations 
that  certain  types  of  funding  (mainly  education  formula  funding)  "not  be  placed 
in  Tribal  Budget  System  categories  which  would  allow  Tribal  Government 
reprogramming  discretion."  The  Conference  Committee  made  clear  its 
understanding  that  only  the  limited  changes  expressly  authorized  in  the  Fiscal 
Year  1 993  Appropriations  Act  would  be  implemented  and  that  additional  study 
and  consultation  with  Tribal  Governments  and  Native  Organizations  would 
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precede  implementation  of  the  other  Reorganization  Task  Force  proposals  with 
regard  to  budget  reform. 

On  November  20,  1992,  Interior  Secretary  Lujan  extended  the  Charter  of 
the  Task  Force  for  a  2-year  period  ending  in  December  1 994.  Bl A  Area  Directors 
were  directed  to  have  Tribal  Governments  either  reaffirm  the  appointment  of 
their  current  Representatives  on  the  Task  Force  or  appoint  new  Representatives. 
The  New  Charter  requires  that  "Tribes  in  each  Area  are  responsible  for  calling 
and  conducting  the  meetings  for  the  purpose  of  nominating  Tribal 
Representatives." 


PART  B:     THE  CONSULTATION  PROCESS 

The  basis  for  the  Tribes'  rejection  of  the  BIA's  "Blue  Book"  reorganization 
plan  in  1 990  was  because  the  Tribes  had  not  participated  in  the  formulation  of 
the  proposals  in  the  BIA's  plan.  The  Tribes  felt  that  a  "participatory 
consultation"  process  was  needed  whereby  the  Tribes,  the  BIA,  and  the 
Department  of  the  Interior  would,  in  a  true  partnership  process,  identify  and 
address  issues  and  problems  related  to  the  administration  and  operations  of  the 
Bureau  of  Indian  Affairs. 

The  initial  meetings  of  the  Task  Force  focused  on  problem  identification 
sessions  where  both  Tribal  and  Federal  Representatives  criticized  the  organi- 
zational structure,  administrative  processes,  and  management  methodology  of 
the  BIA.  These  early  meetings  were  often  contentious,  but  eventually  there 
emerged  honest  and  frank  discussions  which  formed  the  bridge  to  consensus 
with  regard  to  solutions. 

Out  of  this  process  also  emerged  the  principles  for  reorganization  that 
became  the  barometer  by  which  various  concepts,  strategies,  and  reorganization 
proposals  would  be  tested.  These  principles  include:  (1)  decentralization  with 
movement  of  maximum  funding  and  decision  making  to  the  Tribe/Agency  level; 
(2)  flexibility  in  the  reorganization  of  the  Bureau's  12  Area  Offices  and  84 
Agency  Offices  to  meet  a  wide  diversity  of  Tribal  Government  capabilities  and 
objectives;  (3)  restructuring  the  Assistant  Secretary's  Office  and  the 
Commissioner's  Office  to  better  delineate  policy  versus  management  and 
operational  authority;  (4)  improvement  of  BIA  performance  and  accountability; 
(5)  streamlining  the  headquarters  portion  of  the  Office  of  Indian  Education 
Programs  and  strengthening  education  administrative  support  and  facilities 
management;  and  (6)  the  creation  by  Congress  of  a  permanent  methodology  for 
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ongoing  Tribal  Government  participation  in  policy  making  and  program  planning 
within  the  Department  of  the  interior  and  the  Bureau  of  Indian  Affairs. 

The  initial  examination  of  the  Bureau's  Organizational  Structure  by  the 
Task  Force  led  to  a  detailed  examination  of  the  administrative  lines  and 
identification  of  program  functions,  authorities  and  resources  at  the  Agency 
Offices,  Area  Offices,  Central  Office,  and  the  Assistant  Secretary's  Office.  Out 
of  this  examination  emerged  the  Conceptual  Organizational  Structure  that  was 
set  forth  in  the  Task  Force's  1 991  Report.  This  conceptual  structure  envisioned 
a  clearer  separation  of  policy  functions  from  operations  function.  The  Assistant 
Secretary  will  concentrate  on  policy.  The  Commissioner  (Central  Office)  will 
focus  on  management  of  operations. 

The  Task  Force  also  rejected  a  proposed  separation  of  the  Office  of  Indian 
Education  Programs  (OIEP)  into  an  autonomous  Bureau  of  Indian  Education. 
Instead,  the  Task  Force  recommended  that  BIA  Education  Programs  should  stay 
within  the  BIA  and  that  the  Assistant  Secretary  would  have  line  authority  over 
the  Director  of  Indian  Education  Programs,  as  is  required  by  current  law  and 
regulations. 

The  Task  Force  recognized  that  cosmetic  changes  to  the  BIA 
Organizational  Structure  would  not  be  enough  to  accomplish  reorganization. 
Reorganization  would  only  be  achieved  by  examining  the  myriad  of  internal  and 
external  factors  surrounding  the  BIA  which  hampered  the  basic  Task  Force  goals 
of  decentralization,  flexibility,  diversity,  streamlining,  improved  policy 
development,  enhancement  of  performance  and  accountability,  and  Tribal 
Government  participation. 

To  conduct  the  examination,  the  Task  Force  adopted  a  "work  group" 
method  of  operation  by  which  each  identified  problem  area  could  be  addressed. 
Both  Tribal  and  Federal  Representatives  were  assigned  to  these  work  groups. 
The  initial  work  groups  included:  (1)  the  Indian  Priority  System;  <2)  Education; 
and  (3)  Other  Issues.  The  Other  Issues  Work  Group  addressed  the  Bureau 
Mission  Statement,  Economic  Development,  the  BIA  Organizational  Structure  and 
the  movement  of  authority,  functions  and  resources  to  the  lowest  administrative 
level  feasible. 

By  October  1991,  the  work  groups  consisted  of  the  Budget  Process, 
Economic  Development,  Delegations  of  Authority,  Central  Office  Structure  and 
Report  Writing.  By  April  1992,  the  Delegations  of  Authority  Work  Group  had 
become  BIAM/CFR/USC  and  the  other  work  groups,  except  for  the  Budget 
Process,  had  been  consolidated  under  the  Area/Agency  Restructuring  Work 
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Group.  At  that  time,  an  Ad  Hoc  Committee  on  Indian  Gaming  had  been  created, 
and  an  Ad  Hoc  Committee  on  Internal  BIA  Initiatives  was  put  in  place. 

Currently,  the  Task  Force  has  three  permanent  work  groups  consisting  of 
the  Tribal  Budget  System,  the  BIAM/CFR/USC,  and  Implementation  Work 
Groups.  Ad  Hoc  Committees  have  also  been  assigned  to  work  from  time-to-time 
with  Internal  BIA  Initiatives,  Area/Agency  Reorganization  Plans,  Indian  Gaming 
Enforcement,  Central  Office  Review,  Report  Writing,  and  The  Transition  Process. 
The  Education  Work  Group  will  also  continue  to  meet  on  an  Ad  Hoc  basis  as 
needed. 

The  Task  Force  has  also  assigned  a  core  group  to  work  with  the  Intertribal 
Monitoring  Association  (ITMA)  on  Trust  Funds  Management.  The  Task  Force 
has  voted  to  make  the  ITMA  a  permanent  work  group  of  the  Task  Force,  subject 
to  approval  by  the  ITMA  Board. 

Tribal  Leaders,  Tribal  employees,  Federal  employees  and  the  general  public 
are  encouraged  to  attend  work  group  sessions  and  participate.  The  work  groups 
also  meet  from  time-to-time  between  National  Task  Force  Meetings  or  shortly 
before  National  Meetings  to  address  work  assignments  or  issues  assigned  to 
them.  At  the  request  of  the  Task  Force,  Federal  staff  from  the  Assistant 
Secretary's  Office,  Central  Office,  and  in  some  cases  BIA  Area  and  Agency  staff 
are  assigned  to  the  work  groups  to  address  related  tasks  between  meetings. 
Additionally,  the  Assistant  Secretary  and  Deputy  Commissioner  have  assigned 
staff  to  facilitate  work  production,  conferences,  strategy  sessions  and 
implementation  sessions  on  an  ongoing  basis. 

The  current  Task  Force  process  allows  for  Tribal  Leader  participation  and 
public  comment  at  National  Meetings.  The  Task  Force  has  also  attempted  to 
assure  that  all  Task  Force  deliberations,  information,  recommendations  and 
proposals  are  relayed  to  the  Tribal  Governments  for  Tribal-based  discussion. 
After  each  meeting,  the  Task  Force  issues  a  summary  of  actions  taken, 
resolutions  passed,  and  other  information  to  all  Tribal  Governments,  Tribal 
Organizations,  National  Indian  Organizations,  BIA  Area  Offices,  and  BIA  Agency 
Offices.  Congressional  Committees  and  key  Congressional  staff  also  receive  the 
information.  An  additional  effort  is  made  to  keep  the  National  Indian  Press 
informed  on  a  timely  basis.  Periodically,  the  Task  Force  requests  that  the 
Assistant  Secretary  issue  specific  instructions  to  Area  Office  staff  and  Agency 
Superintendents  to  facilitate  information  exchange  between  the  Tribal 
Governments  and  the  Task  Force. 
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The  Task  Force  Consultation  Process  is  a  "grass  roots"  participatory  effort 
aimed  at  developing  a  new  "partnership"  between  the  BIA  and  the  Tribes.  The 
36  Tribal  Leaders  representing  the  12  BIA  Areas  are  expected  to  facilitate 
consultation  sessions  in  their  Areas  with  the  Tribal  Governments  which  selected 
them  to  sit  on  the  Task  Force.  Additionally,  each  Area  Office  has  designated  a 
member  of  the  Area  Director's  staff  as  the  BIA  Area  Federal  Coordinator  for  Task 
Force  related  activities.  Each  Area  also  has  a  designated  Education  Task  Force 
Coordinator.  These  people  are  assigned  to  work  with  the  three  Tribal  Leaders 
to  set  up  consultation  sessions  and  to  facilitate  the  flow  of  information  to  the 
Tribe/Agency  level. 

This  system  relies  heavily  upon  the  individual  efforts  of  the  Area  Tribal 
Representatives  and  the  Area  Federal  Coordinators  along  with  the  cooperation 
they  receive  from  the  Tribal  Governments  and  Agency  Superintendents.  Once 
Task  Force  information  is  transferred  to  the  Tribe/Agency  level,  the  Tribal 
Leaders  and  the  Agency  staff  must  decide  upon  what  degree  of  discussion 
occurs  at  that  level  and  what  analysis  and  comment  goes  back  up  through  the 
system.  Each  of  the  12  BIA  Areas  have  been  allocated  funds  to  carry  out 
consultation  related  activities.  The  three  Area  Tribal  Representatives  are 
supposed  to  determine  how  these  dollars  are  utilized.  Some  Areas  have  chosen 
to  turn  these  dollars  over  to  Area  Tribal  Organizations  or  Associations  who  are 
charged  with  carrying  out  the  consultation  process.  Some  have  chosen  to  use 
these  resources  to  set  up  area  and/or  regional  sessions.  Again,  these  efforts  are 
heavily  dependent  upon  the  level  of  commitment  by  the  Tribal  Leaders  and 
Federal  employees  involved. 

The  Tribal  Task  Force  Coordinator's  Office  (created  to  provide  direction 
and  coordination  for  Task  Force  activities  from  a  Tribal  perspective)  also  has 
facilitated  the  exchange  of  information  and  comments  either  through  the  BIA's 
administrative  chain-of-command  or  through  direct  mailing  to  the  Tribe  (i.e.,  the 
TBS  Status  Report  and  the  Cumulative  Report  Survey).  In  this  consultation 
process,  a  specific  request  is  made  to  the  Assistant  Secretary  and 
Commissioner's  Office  to  require  the  Area  Office  and/or  Agency  personnel  to: 
(1)  facilitate  the  exchange  of  information;  (2)  gather  information  or  comments; 
and  (3)  conduct  surveys  or  to  set  up  meetings  with  Tribal  Leaders  regarding  Task 
Force  related  activities  and  initiatives. 

Additionally,  the  Tribal  Task  Force  Coordinator's  Office  is  charged  with 
working  with  Federal  Officers  on  a  day-to-day  basis  to  see  that  Task  Force 
planning  initiatives  are  moving  forward.  The  staff  also  attends  Area  Tribal 
Consultation  Sessions,  Regional  Tribal  Meetings,  National  Indian  Organization 
Meetings,  and  Congressional  Meetings  and/or  Hearings  to  maintain  an  ongoing 
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exchange  of  reorganization  information  and  to  participate  in  other  developments 
impacting  upon  the  reorganization  of  the  BIA. 

The  Tribal  Task  Force  Coordinator's  staff  further  participates  in  the 
implementation  efforts  of  various  Federal/Tribal  initiatives.  Matters  such  as  Trust 
Funds  Management,  Trust  Assets  Management,  Tribal  Budget  System,  Self- 
Determination,  Self-Governance,  and  Indian  Gaming  are  addressed  by  the  staff. 
Additionally,  the  staff  works  with  Federal  counterparts  on  the  production  of 
documents,  plans,  proposals,  tracking  reports,  surveys,  and  implementation 
efforts  at  and  between  National  Task  Force  Meetings. 

The  information  exchange  and  consultation  process  has  been  very 
successful  in  some  Areas  but  not  fully  successful  in  other  Areas.  The  process 
is  heavily  dependant  on  the  demographics  involved  in  each  Area,  the  logistical 
problems  encountered  and  the  commitment  of  the  Tribal  Task  Force 
Representatives,  Federal  employees,  Tribal  Governments,  and  Tribal  Leaders 
participating. 


PART  C:     FUTURE  ACTIVITIES 

A  crucial  function  of  the  Task  Force  in  the  immediate  future  will  be  to 
facilitate  a  smooth  transition  of  the  Task  Force  through  the  change  in  Federal 
Administration  resulting  from  the  recent  National  Election.  The  Administration's 
Transition  Office  has  requested  information  on  Indian  Affairs'  issues  from  many 
Tribal  Leaders  and  National  Indian  Organizations,  including  the  Reorganization 
Task  Force.   This  information  has  been,  and  will  continue  to  be,  provided. 

A  Core  Group  of  Tribal  Leaders  from  the  Task  Force  has  also  been 
assigned  to  work  with  the  transition  process  and  to  orientate  new  Federal 
appointees  as  to  the  Task  Force  process,  accomplishments,  work  in  progress  and 
ongoing  internal  initiatives  of  the  BIA  resulting  from  the  reorganization  effort. 
This  transition  process  is  important  to:  (1 )  maintain  the  ongoing  effort  to  make 
reforms  and  refine  the  BIA  Budget  Process  (TBS);  (2)  to  change  legislation  - 
United  States  Codes  (USC),  regulations  -  Code  of  Federal  Regulations  (CFR), 
policies  and  procedures  -  Bureau  of  Indian  Affairs  Manual  (BIAM)  affecting 
reorganization;  (3)  to  continue  efforts  for  BIA  Area  and  Agency  Restructuring; 
(4)  to  implement  Education  Reorganization;  (5)  to  continue  developments  related 
to  Economic  Development,  Indian  Gaming  Enforcement,  Personnel  Management, 
Trust  Funds  and  Trust  Assets  Management;  and  (6)  to  continue  implementation 
of  efforts  to  move  resources,  authorities  and  functions  to  the  Tribe/Agency  level. 
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HISTORY 

On  December  20,  1990,  the  Joint  Tribal/BIA/DOl  Advisory  Task  Force  on 
Bureau  of  Indian  Affairs  Reorganization  was  established  by  a  Charter  signed  by 
the  Secretary  of  the  Interior.  The  Secretary  appointed  36  Tribal  and  7  Federal 
Representatives  to  serve  as  the  43  members  of  the  Task  Force.  The  Task  Force 
represents  a  non-partisan  response  to  the  Tribes  across  the  Nation.  Tribal 
leaders  requested  that  a  previous  Departmental  reorganization  plan  be  halted 
because  Indian  Tribes  had  not  participated  in  its  development.  Both  the 
Congress  and  the  Secretary  of  the  Interior  worked  with  Tribal  leaders  and  Indian 
organizations  to  ensure  that  the  mandate  of  the  Task  Force  and  its  membership 
reflected  the  desires  of  Indian  Country.  Principally,  the  Tribes  wanted  a 
participatory  process  that  would  involve  Indian  people  in  planning  for  the 
restructuring  of  the  BIA. 

From  its  first  meeting  in  January  1991,  the  Task  Force  effort  has 
concentrated  on  structural  and  management  system  reforms  within  the  Bureau 
of  Indian  Affairs.  Recognizing  that  any  structural  modification  must  be 
accompanied  by  changes  in  operational  philosophy,  employee  attitudes,  and 
internal  processes,  the  Task  Force  expanded  its  review  and  analysis  activities  to 
encompass  additional  reforms  necessary  for  the  implementation  of  organizational 
recommendations. 

This  analysis  resulted  in  multiple  recommendations  to  address  employee 
attitudes  and  performance  and  regulatory  guidelines.  (A  full  discussion  of  these 
recommendations  are  found  in  Chapter  3  and  Chapter  5.)  The  analysis  also 
resulted  in  the  Task  Force  drafting  a  new  mission  statement  for  the  Bureau  of 
Indian  Affairs  which  was  adopted  by  the  Task  Force  after  Tribal  review. 
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MISSION  STATEMENT 

This  new  Statement  emphasizes  the  role  of  the  BIA  in  advocating  for,  and 
protecting  the  rights  of,  Tribes  and  Alaska  Native  Tribes.  This  BIA  Mission 
Statement  maintains  and  enhances  Tribal  powers  of  Self-Governance  and  assists 
Tribes  in  defining  their  government-to-government  relationship  with  the  United 
States,  other  Tribal  Governments,  Alaska  Native  Tribes,  and  the  various  states. 
The  BIA  Mission  Statement  also  recognizes  the  continuing  responsibility  of  the 
Bureau  to  protect  and  enhance  Tribal  resources  so  that  the  Tribes  receive  the  full 
benefits  from  such  resources.  Further,  the  Mission  Statement  charges  the 
Bureau  with  securing  the  resources  necessary  to  carry  out  Bureau  responsibilities 
with  full  participation  and  consultation  of  Tribes.  The  new  BIA  MISSION 
STATEMENT  is: 

The  Bureau  of  Indian  Affairs  is  created  to  uphold,  protect  and 
advocate  inherent  sovereign  rights  and  rights  of  the  American 
Indian  Nations  and  Alaska  Native  Tribes  afforded  by  the  United 
States  Constitution,  Treaties,  United  States  Statutes,  Treaty 
Cessions,  State  Constitutional  Disclaimer  Provisions,  Agreements, 
International  Indigenous  Peoples  Rights  and  Executive  Orders;  to 
carry  out  the  Trust  responsibility  for  protection  and  enhancement 
of  both  human  and  natural  resources  of  American  Indians,  Indian 
Tribes  and  Alaska  Native  Tribes;  to  enhance  and  maintain  the 
integrity  of  Tribes,  to  advocate  for  and  carry  out  the  policies  of 
Self-Determination,  Self-Governance  and  the  Government-to- 
Government  relationship;  and  to  identify  and  justify,  with  full 
participation  of  and  consultation  with  Indian  Tribal  Governments 
and  Alaska  Native  Tribes,  the  resources  needed  to  carry  out  these 
responsibilities  to  the  American  Indians,  Indian  Tribes  and  Alaska 
Native  Tribes. 

REORGANIZATION 

Throughout  1991,  the  Task  Force  looked  at  the  current  organizational 
structure,  staffing,  resources  and  authorities  of  the  Central  Office  of  the  Bureau 
(Chapter  1).  This  review  resulted  in  a  plan  which  will  make  a  more  efficient  and 
responsive  Central  Office  allowing  enhanced  responsibility  to  be  carried  out  at 
the  field  level.  The  Task  Force's  plan  also  calls  for  the  Assistant  Secretary  - 
Indian  Affairs  (AS-IA)  to  be  more  of  a  policy  maker  and  advocate  for  the  Tribes 
and  the  Commissioner  of  Indian  Affairs  (currently.  Deputy  Commissioner)  to 
assume  management  control  over  the  daily  activities  of  the  Bureau.  As  a  result, 
the  AS-IA  has  taken  action  to  strengthen  the  Deputy  Commissioner's  authority 
over  the  day-to-day  operations  of  the  BIA. 
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The  Task  Force  communicated  the  guiding  principles  for  any  reorganization 
of  the  Bureau,  its  conceptual  organizational  structure,  and  preliminary 
recommendations  to  the  Secretary  and  the  Congress  in  an  April  1991  Status 
Report  of  Activities.  This  Status  Report  was  also  mailed  to  all  Tribal  leaders  and 
was  used  as  an  instrument  for  further  consultation  on  Task  Force  ideas.  In 
February  1992,  the  Task  Force  reported  to  the  Secretary  and  the  Congress  on 
all  its  activities  during  the  previous  year.  This  1991  Cumulative  Report  was  a 
more  comprehensive  description  of  the  recommendations  adopted  by  the  Task 
Force  and  included  proposed  action  plans  for  implementing  these 
recommendations.  Again,  this  report  was  distributed  to  all  Tribes  for  their 
review,  and  Tribal  comments  on  the  report  were  discussed  in  subsequent  Task 
Force  meetings.  The  recommendations  in  this  1992  Report,  therefore,  reflect 
both  the  initial  feedback  from  the  Tribes  that  formed  the  foundation  for  the  Task 
Force  recommendations  and  the  Tribal  concerns  about  the  way  those 
recommendations  were  constructed. 

Several  of  the  recommendations  of  the  Task  Force  have  already  been 
approved  for  implementation.  Among  these  are  the  new  offices  for  the  Office 
of  the  Assistant  Secretary  (Office  of  Audit  and  Evaluation  and  Office  of 
American  Indian  Trust)  and  in  the  BIA  a  new  Office  of  Economic  Development. 
Others  submitted  to  the  Secretary  for  approval  are  the  Indian  Gaming 
Management  staff  (Chapter  1,  p.  1-19)  and  a  restructuring  of  the  Office  of  Trust 
Funds  Management  (Chapter  1,  p.  1-23). 

EDUCATION 

The  Task  Force  has  recommended  that  P.L.  95-561  (the  Indian  Education 
Act  amendments  of  1978),  as  it  relates  to  BIA  Education  be  fully  implemented 
(Chapter  1,  p.  1-14).  Because  the  law,  among  other  things,  provides  that 
Education  may  receive  its  own  administrative  support  and  facilities  management 
services  separate  from  the  other  parts  of  the  BIA,  the  Task  Force  has 
recommended  that  the  Tribes  in  each  Area  be  allowed  to  determine  whether 
these  functions  should  be  transferred  to  the  Office  of  Indian  Education  Programs 
(OIEP)  organizations  in  that  Area.  Based  on  the  Navajo  Nation's  request  and  the 
concurrence  of  the  Task  Force,  the  Bureau  has  moved  facilities  management 
responsibilities  in  the  Navajo  Area  to  the  OIEP  organization,  and  the  Task  Force 
has  recommended  the  transfer  of  all  administrative  support  services  to  the 
Navajo  Area  OIEP. 

ECONOMIC  DEVELOPMENT 

Due  to  the  Tribal  Governments'  and  the  Task  Force's  strong  emphasis 
on  Economic  Development  (Chapter  1,  p.  1-21),  the  BIA  Central  Office  has 
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Started  to  address:  (1)  improved  collection  of  outstanding  loans;  (2) 
professionalism  with  business  and  credit  organizations;  and  (3)  restoration  of 
credibility  to  the  BIA  Economic  Development  effort.  The  Appropriations 
Committees  approved  the  request  to  create  an  Office  of  Economic  Development 
and  the  Office  was  established  on  October  18,  1992.  The  Task  Force  approved 
an  implementation  plan  to  regionalize  the  Credit  and  Financing  Offices  into  six 
locations  around  the  country.  That  reorganization  proposal  has  to  be  submitted 
to  the  Appropriations  Committees  for  approval. 

Economic  Development  will  continue  to  be  one  of  the  Task  Force's  top 
priorities  since  this  is  a  national  priority  of  the  Tribes  as  indicated  by  the  TBS 
planning  process  for  the  1 994  budget. 

TRUST  FUNDS  MANAGEMENT 

The  management  of  Indian  trust  funds  by  the  BIA  is  a  major  concern  of 
the  Task  Force  and  the  Tribal  people  the  Task  Force  represents.  The  Intertribal 
Monitoring  Association  on  Trust  Funds  Management  (ITMA)  and  the  Task  Force 
have  succeeded  in  bringing  together  an  alliance  of  all  major  parties  involved  in 
Trust  Funds  Management.  The  parties  include  the  Tribes;  the  Bureau  of  Indian 
Affairs  including  the  Office  of  Trust  Funds  Management;  the  Department  of 
Interior's  Office  of  Policy,  Management  and  Budget;  and  the  Office  of 
Management  and  Budget  (0MB).  The  Interior  Department's  Bureau  of  Land 
Management  and  Minerals  Management  Service  as  well  as  the  Treasury 
Department  will  have  to  be  included  in  this  alliance. 

The  Task  Force  recommended  both  a  restructuring  of  the  Office  of  Trust 
Funds  Management  and  the  development  of  short-term  and  strategic  plans  to 
resolve  identified  problems.  Approval  of  these  plans  was  conditional  upon  the 
plans  being  developed  with  the  participation  of  the  ITMA.  The  Task  Force  plans 
to  continue  to  coordinate  with  the  ITMA  in  all  Task  Force  activities  related  to 
Trust  Funds  Management  issues.  The  OTFM  reorganization  was  approved  by  the 
Appropriations  Committees  and  is  pending  departmental  implementation. 

INDIAN  GAMING 

Indian  Country  Gaming  is,  and  will  play,  a  major  role  in  the  economies  of 
Tribes  for  years  to  come.  The  Indian  Gaming  Regulatory  Act,  25  USC  §  2701 , 
established  a  National  Indian  Gaming  Commission  to  oversee  the  more  serious 
forms  of  gambling.  Since  this  Commission  has  not  yet  become  fully  operational, 
the  Indian  Gaming  Regulatory  Act  requires  the  Bureau  of  Indian  Affairs  to  provide 
interim  oversight  for  the  regulation  of  gaming.  The  Task  Force  accepted  the 
recommendation  of  the  Assistant  Secretary  to  establish  an  Indian  Gaming 
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Management  Staff  (Chapter  1,  p.  1-19)  within  the  BIA  to  be  responsible  for 
Indian  Gaming  activities.  The  Task  Force  will  continue  to  monitor  the 
development  of  the  Bureau's  Indian  Gaming  Act  oversight  capabilities  and  will 
continue  to  work  with  the  gaming  Tribes  to  ensure  fairness  and  reasonableness 
in  the  development  of  the  BIA's  rules  and  regulations  for  Indian  Gaming  Act 
responsibilities. 

CENTRAL  OFFICE  WEST 

The  Bureau  not  only  maintains  its  Central  Office  in  Washington,  D.C.,  but 
also  operates  Central  Office  West  (COW)  (Chapter  1,  p.  1-22)  in  Albuquerque, 
New  Mexico,  and  other  Western  U.S.  locations.  A  review  of  the  organizations 
located  in  Albuquerque  resulted  in  a  recommendation  to  structure  all  the  COW 
units  under  an  Associate  Commissioner.  Additional  recommendations  were 
made  to  improve  the  internal  operation  of  these  entities,  to  review  their  activities 
and  determine  which  could  be  transferred  to  the  Agency  level,  and  to  look  at 
improved  coordination,  communication,  and  cooperation  between  COW  and  the 
Agencies. 

AREA/AGENCY  RESTRUCTURING  PLANS 

In  September  1991,  the  Task  Force  developed  two  Ideal  Agency 
structures  (Chapter  2,  p.  2-2)  which  the  Tribes  could  use  to  plan  for  their  own 
reorganized  Agencies  to  accommodate  each  Tribe's  unique  needs.  The  majority 
of  Tribes  have  now  developed  preliminary  plans  which  are  being  refined  for 
submission  to  the  Task  Force.  The  Task  Force  also  developed  an  Area/Agency 
implementation  process  tracking  system  (Chapter  2,  p.  2-1 3)  for  the  plans.  This 
process  permits  the  tracking  of  Tribal,  Task  Force,  BIA,  and  other  organizations' 
action  on  each  plan  and  provides  the  Tribes  with  an  avenue  by  which  to  ensure 
continued  Task  Force  support  to  get  their  plans  implemented. 

The  Task  Force  has  given  the  Albuquerque  and  Sacramento  Areas 
(Chapter  2,  p.  2-9)  the  green  light  to  get  their  plans  moving  through  the 
implementation  process.  When  other  Areas  are  ready,  the  Task  Force  will 
recommend  implementation  of  their  plans  also.  Of  particular  note  is  that  this  is 
a  Tribally  driven  implementation  process.  The  Tribes  provide  the  necessary 
impetus  to  see  that  their  plans  are  developed,  funded,  and  implemented.  The 
Task  Force  does  not  have,  nor  does  it  want,  any  control  over  what  constitutes 
the  best  Agency  or  Area  plan  for  any  particular  Tribe(s).  If  the  plan  is 
satisfactory  to  the  Tribe(s)  which  designed  it,  the  Task  Force  will  support  that 
Tribe(s)  in  seeing  the  plan  is  approved  and  implemented  to  the  degree  that  is 
possible  and  reasonable. 
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TRIBAL  BUDGET  SYSTEM 

A  new  Tribal  Budget  System  (TBS)  (Chapter  4),  which  was  designed  and 
recommended  by  the  Task  Force,  has  now  been  developed  through  a  joint  effort 
of  the  Task  Force,  the  BIA,  and  the  Tribes.  The  majority  of  Tribes  support  the 
new  TBS  budget  concept,  and  the  Appropriations  Committees  of  the  Congress 
have  adopted  the  budget  format  as  proposed  in  the  TBS.  The  new  budget 
process  and  system  will  take  several  years  to  fully  implement,  but  many  features 
were  incorporated  into  the  formulation  of  the  FY  1993  and  FY  1994  budgets. 
A  separate  status  report  on  implementation  of  the  TBS  will  be  issued  in  early 
1993. 

Under  the  proposed  system.  Tribes  were  able  to  identify  individual  Tribal 
needs  and  prioritize  Bureau  programs.  As  a  result,  a  program  listing  was 
developed  which  provided  the  Bureau  with  the  top  Tribal  program  priorities  for 
FY  1 994.  A  similar  process  will  be  used  in  future  years.  The  Task  Force  is  also 
working  to  develop  a  'Standard  Assessment  Methodology"  (Chapter  4  p.  4-5) 
which  can  be  used  to  determine  funding  needs  of  each  Tribe.  A  needs  based 
budgeting  system  will  permit  more  informed  decisions  by  the  Tribes,  the  BIA,  the 
0MB,  and  the  Appropriations  Committees. 

BIAM/CFR/USC 

The  Task  Force  formed  a  work  group  to  specifically  deal  with  changes 
(Chapter  5)  to  the  Bureau  of  Indian  Affairs  Manual  (BIAM),  the  Code  of  Federal 
Regulations  (CFR),  and  certain  sections  of  the  United  States  Code  (USC)  which 
are  necessary  to  implement  the  recommendations  for  reorganization.  The  Task 
Force  recognizes  that  true  reform  of  the  manner  in  which  the  BIA  conducts  its 
day-to-day  business  must  be  accompanied  with  changes  in  the  governing 
documents  by  which  the  Bureau  operates. 

TRACKING  SYSTEM 

The  Task  Force  developed  a  "Tracking  System"  (Chapter  2  p.  1-12) 
designed  to  assist  Task  Force  members  and  concerned  parties  in  monitoring 
changes  that  will  need  to  be  made  to  the  BIA  pursuant  to  the  reorganizational 
effort.  This  tracking  system  will  be  continuously  updated  to  provide  the  Task 
Force  and  the  Tribes  with  the  latest  developments. 

MANAGEMENT  INITIATIVE  REVIEW 
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The  Assistant  Secretary  -  Indian  Affairs  and  the  Deputy  Commissioner 
have  taken  management  improvement  initiative  and  administrative  change 
actions  to  implement  reorganizations.  The  Task  Force  has  requested  that  the 
Bureau  bring  all  such  internal  BIA  and  management  improvement  initiatives  and 
administrative  changes  before  and  the  Task  Force  for  review.  This  does  two 
things:  (1)  it  allows  the  Task  Force  to  determine  whether  a  reorganization  or  an 
internal  management  initiative  is  occurring;  and  (2)  it  keeps  the  Task  Force 
informed  of  all  actions  the  Bureau  is  initiating.  The  Task  Force  believes  this 
process  is  necessary  to  strengthen  the  trust  between  the  Tribes  and  the  BIA  that 
the  participation  consultation  process  was  built  and  to  facilitate  participation  by 
the  Tribes  as  a  full  partner  in  all  improvements  that  will  take  place. 

Also,  the  Task  Force,  along  with  BIA  employees  and  Union 
representatives,  have  embarked  on  an  effort  to  identify  issues  and  problems 
related  to  the  management  of  personnel  within  the  BIA.  This  will  involve 
identifying  issues  and  developing  strategies  pertaining  to  recruitment,  retention, 
training,  discipline,  and  discharge  of  employees  within  the  Bureau  system.  This 
also  ties  in  with  the  present  "Total  Quality  Management"  (TQM)  initiative  within 
the  Bureau  which  focuses  on  improved  service  delivery  to  the  Tribes  and  Indian 
individuals. 
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OVERALL  STRUCTURE 

PART  A:     INTRODUCTION 

The  existing  structure  of  the  Bureau  of  Indian  Affairs  consists  of  four 
levels:  (1)  the  Office  of  the  Assistant  Secretary  -  Indian  Affairs  (which  is 
actually  part  of  the  Office  of  the  Secretary  of  the  Interior)  and  its  ancillary 
organizations  within  the  Office  of  the  Secretary;  (2)  the  headquarters  level  which 
consists  of  the  Office  of  the  Commissioner  of  Indian  Affairs  and  the  non- 
education  Central  Office  portion  of  the  BIA  and  the  headquarters  portion  of  the 
Office  of  Indian  Education  Programs;  (3)  the  12  Area  Offices  responsible  for  the 
non-education  programs  and  administrative  functions  of  the  BIA  along  with  the 
Office  of  Indian  Education  Programs'  26  Field  Line  Offices;  and  (4)  the  84 
Agency  Offices  and  99  Bureau-operated  schools. 

After  examining  this  structure,  its  functions  and  authorities,  staffing 
patterns,  and  problems,  the  Task  Force  designed  a  conceptual  organizational 
structure  for  the  entire  Bureau  of  Indian  Affairs.  This  structure  encompasses  all 
four  levels  from  the  Office  of  the  Assistant  Secretary  -  Indian  Affairs  through  the 
Agency  and  school  levels.  This  new  structure  has  been  considered  in  the 
context  of  service  delivery  at  the  Tribal  level. 

One  primary  difference  exists  between  the  Task  Force's  concept  and  the 
reorganization  proposed  by  the  Department  of  the  Interior;  the  Task  Force 
proposal  incorporates  the  Office  of  Indian  Education  Programs  into  the  BIA  while 
the  Department's  proposal  would  have  established  a  separate  Bureau  to  be 
responsible  for  Indian  Education  Programs. 
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The  Task  Force's  recommended  structure  differs  also  in  the  concept  of  the 
Commissioner's  Office.  At  the  current  time  the  BIA  headquarters  is  a  separate 
layer  above  the  Area  Offices.  The  Task  Force  proposes  that  the  headquarters 
and  Regional  Offices  work  together  as  part  of  the  Commissioner's  Office  to 
support  the  Agency  Offices.  Regional  Technical  Service  Offices  and  Regional 
Line  Offices  would  function  as  extensions  of  the  Commissioner's  Office  so  that 
bureaucratic  processes,  procedures,  and  systems  can  be  streamlined  in  ways 
that  reduce  decision-making  time  and  provide  tangible  benefits  at  the  Tribal  level. 

Each  portion  of  this  conceptual  structure  through  the  Regional  Offices  is 
discussed  in  detail  in  this  Chapter.  Chapter  2  contains  a  description  of  activities 
now  underway  to  restructure  the  Area  and  Agency  offices  in  accordance  with 
the  overall  structural  concept  and  the  principle  adopted  by  the  Task  Force  that 
maximum  authority  would  be  delegated  to  the  Tribe/Agency  level. 

Under  the  conceptual  structure,  the  Bureau  of  Indian  Affairs  would  consist 
of  three  organizational  levels.  The  first  or  Tribe/Agency  level  includes  the  local 
BIA  Agency  Offices  and  schools.  The  second  covers  the  Commissioner  of  Indian 
Affairs  and  the  Director,  OIEP  level  which  includes  the  Regional  non-education 
Offices  and  the  Education  Superintendent  Offices.  The  third  encompasses  the 
Office  of  the  Assistant  Secretary  -  Indian  Affairs. 

Subsequent  to  the  design  of  a  conceptual  organizational  structure  and 
consultation  with  the  Tribes  about  this  concept,  the  Task  Force  began  the  review 
required  to  identify  specific  changes  to  the  BIA's  organization. 
Recommendations  made  by  the  Task  Force  affect  the  structure,  geographic 
location,  and  internal  size  of  the  BIA's  organization.  The  Task  Force  has 
continually  recommended,  for  example,  that  the  headquarters  portion  of  the  BIA 
be  reduced  in  size  in  order  to  make  funding  and  FTE  resources  available  for  use 
at  the  Tribe/Agency  level.  It  has  also  recommended  that  greater  emphasis  be 
placed  on  reservation/Tribal  economies,  and  has  restructured  the  Bureau's 
economic  development  functions  to  facilitate  achieving  this  objective. 

The  charts  on  the  next  two  pages  provide  an  overview  of  the  Task  Force's 
concept  of  a  three-tiered  structure  for  the  BIA  and  permit  a  more  detailed  look 
at  the  specific  differences  between  the  currently  approved  BIA  organizational 
chart  and  the  one  being  proposed  by  the  Task  Force.  Following  these  charts,  we 
have  listed  the  structural  modifications  being  recommended. 
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The  recommended  structure  for  the  Bureau  of  Indian  Affairs  differs  from 
the  currently  approved  chart  as  follows: 

o  The  currently  separate  Public  Information  and  Congressional  and 
Legislative  Affairs  staff  organizations  are  combined. 

o  A  new  Human  Resources  Management  Staff  Is  established  by 
combining  the  existing  Equal  Employment  Opportunity  Staff  and  the 
Division  of  Personnel  Management. 

o  The  Alcohol  and  Substance  Abuse  Staff  is  transferred  from  the 
Office  of  the  Assistant  Secretary  to  the  BIA  and  placed  under  the 
Commissioner  of  Indian  Affairs. 

o  The  Indian  Gaming  Management  Staff  is  established  as  a  new 
organization. 

o  The  Program  Planning  Staff  is  established  to  have  responsibility  for 
budget  planning  functions  now  assigned  to  the  Financial 
Management  organization. 

o  Current  Division  and  Staff  organizations  within  the  Office  of  Indian 
Education  Programs  are  abolished  and  their  functions  redistributed 
among  two  new  Divisions  and  the  Education  Superintendent 
Offices. 

o  The  line  authority  of  the  Division  of  Law  Enforcement  over  Area 
and  Agency  criminal  investigation  activities  is  now  shown  on  the 
chart. 

o  The  Regional  Credit  and  Financing  Offices  are  added  to  the  Office 
of  Economic  Development. 

o  A  new  Central  Office  Field  Operations  organization,  to  be  headed 
by  an  Associate  Commissioner  of  Indian  Affairs  and  to  be  located 
in  Albuquerque,  is  established  to  supervise  thirteen  Headquarters 
organizations  located  outside  Washington,  D.C. 

These  thirteen  organizations  have  been  moved  from  the 
Office  to  which  they  are  now  subordinate  to  the  new 
"Central  Office  West  Organizations"  box. 
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If  residual  portions  of  the  moved  organization  remain  in 
Washington,  the  title  of  the  organization  in  O.C.  either: 

includes  the  word  "liaison"  as  in  "Accounting  Liaison" 
and  "Energy  and  Minerals  Liaison"  or 

the  Task  Force  intends  that  the  portion  of  the 
organization  left  in  Washington,  D.C.,  be  operated 
solely  to  develop  policy  which  will  be  implemented 
under  the  supervision  of  the  Associate  Commissioner 
rather  than  the  Washington,  D.C.,  Division  Chief  or 
Office  Director.  Examples  of  this  category  include  the 
Division  of  Forestry,  the  Division  of  Transportation, 
and  the  Division  of  Law  Enforcement  Services  (for 
non-criminal  investigation  activities). 

o  Area  Offices  have  been  renamed  and  guidelines  established  for 

converting  these  offices  to  Regional  Technical  Service  Offices  or 
Regional  Line  Offices  at  the  option  of  the  Tribes  served.  In  either 
situation,  the  Regional  Offices  also  become  an  integral  part  of  the 
overall  Office  of  the  Commissioner  of  Indian  Affairs  rather  than 
separate  levels  within  the  organization. 

o         The  current  Divisions  of  Housing  and  Social  Services  are  combined 
into  a  single  organization. 

o         The  current  Divisions  of  Contracting  and  Grants  Administration  and 
Property  Management  are  combined  into  a  single  organization. 

In  addition  to  the  above  changes  on  the  BIA  organizational  chart,  the  Task 
Force  recommended  staff  reductions  for  most  of  the  Central  office,  D.C. 
organizations.  These  staff  reductions  will  result  from  shifting  operations 
functions  from  headquarters  to  the  field,  and  they  will  make  the  Central  Office 
focus  on  its  policy  development  activities.  The  estimated  $3  million  saved  by 
making  these  cuts  will  be  redistributed  to  the  Tribe/ Agency  level. 

Bureau  management  has  disagreed  with  these  recommended  reductions, 
but  the  Task  Force  has  again  repeated  them  in  this  Report.  The  BIA's  reaction 
to,  and  rejection  of  these  recommended  cuts  continues  to  be  of  concern  to  the 
Task  Force.  The  Task  Force  is  again  recommending  to  the  Secretary  of  the 
Interior  and  the  Congress  that  the  Bureau  reduce  the  size  of  its  headquarters 
organizations. 
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PART  B:     OFFICE  OF  THE  ASSISTANT  SECRETARY 

1 .  Proposed  Office  of  the  Assistant  Secretary  •  Indian  Affairs 

The  Office  of  the  Assistant  Secretary  -  Indian  Affairs  is  located  within  the 
Office  of  the  Secretary  of  Interior.  The  Assistant  Secretary  has  direct  access  to 
the  Secretary,  other  Departmental  offices,  the  Office  of  Management  and 
Budget,  and  Congressional  Committees.  With  these  connections,  the  Task  Force 
believes  that  the  Assistant  Secretary  -  Indian  Affairs  is  in  the  best  position  within 
the  Federal  Government  to  perform  those  functions  relating  to  advocacy,  policy 
making,  and  assurance/oversight  on  behalf  of  the  Tribes.  Consequently,  the 
Task  Force  proposed  that  the  Assistant  Secretary  -  Indian  Affairs  concentrate  his 
efforts  on  these  functions  rather  than  running  the  day-to-day  operations  of  the 
BIA.  The  Assistant  Secretary  can  also  fulfill  his  responsibility  to  the  Secretary 
of  Interior  and  the  Congress  for  the  attainment  of  Indian  policy  and  mission 
objectives  and  the  fulfillment  of  Federal  management  and  administrative 
requirements  under  this  approach. 

The  Task  Force's  proposed  functions  for  the  Assistant  Secretary  -  Indian 
Affairs  will  require  only  limited  restructuring  of  that  organization.  Realigning 
duties  assigned  to  existing  staff  specialists  or  adding  one  or  two  additional 
positions  to  the  immediate  office  of  the  Assistant  Secretary  should  be  sufficient 
to  cover  the  advocacy,  inter-governmental  liaison  and  policy  making  functions. 
The  three  separate  Office  level  structures,  which  were  proposed  by  the  Assistant 
Secretary  -  Indian  Affairs  and  recommended  by  the  Task  Force  for  Secretarial 
and  Congressional  approval,  will  be  required  to  help  the  Assistant  Secretary  carry 
out  other  functions.   These  Offices,  and  their  functions  are  discussed  below. 

2.  Office  of  Self-Governance 

A  separate  Office  of  Self-Governance  had  been  established  within  the 
Office  of  the  Assistant  Secretary  -  Indian  Affairs  prior  to  chartering  the  Task 
Force.  This  Office  manages  the  negotiation  process  leading  to  Self-Governance 
compacts  for  the  demonstration  projects  authorized  by  the  Congress.  Working 
closely  with  the  Assistant  Secretary  -  Indian  Affairs  and  senior  managers  of  the 
Bureau  of  Indian  Affairs,  the  Office  establishes  policy  for,  implements,  monitors, 
and  coordinates  the  Self-Governance  Program. 

The  Self-Governance  functions  of  the  BIA  would  be  carried  out  through 
a  direct  relationship  between  the  Self-Governance  Tribes  and  the  Assistant 
Secretary's  Office.  Self-Governance  functions  would  also  be  carried  out  in 
coordination    with    the    Commissioner's   level   and   the   Tribe/Agency   level. 
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However,  these  entities  would  not  have  line  authority  with  respect  to  Self- 
Governance  functions. 

3.  Office  of  AudK  and  Evaluation 

The  Assistant  Secretary  -  Indian  Affairs  proposed  to  establish  an  Office  of 
Audit  and  Evaluation  under  the  Commissioner  of  Indian  Affairs  as  an  FY  1991 
budget  initiative.  Discussions  within  the  Bureau  and  with  the  Task  Force  led  to 
the  conclusion  that  this  Office  should  be  elevated  to  the  Office  of  the  Assistant 
Secretary  level  so  that  its  activities  could  encompass  both  education  and  non- 
education  activities  of  the  BIA.  The  Task  Force,  therefore,  recommended  to  the 
Congress  in  March  1991  that  the  funds  requested  to  establish  and  operate  the 
Office  be  transferred  from  the  BIA's  to  the  Secretary's  appropriation. 

The  Office  of  Audit  and  Evaluation  has  a  primary  objective  of  enhancing 
the  management  practices  of  the  Bureau  of  Indian  Affairs.  Within  this  concept, 
the  Office  is  responsible  for  ensuring  Bureau  follow-up  on  General  Accounting 
Office  and  Inspector  General  audit  findings  and  compliance  with  related  federal 
laws,  regulations,  and  controls.  The  Office  provides  leadership  in  evaluating 
programs  and  administrative  procedures,  providing  assistance  to  the  Assistant 
Secretary  -  Indian  Affairs  in  resolving  programmatic  and  management  problems, 
supporting  the  Assistant  Secretary  in  developing  and  monitoring  goals  and 
objectives,  performance  measurement,  quality  assurance  programs  (TQM),  and 
systems  for  tracking  actions. 

4.  Office  of  American  Indian  Trust 

The  initial  restructuring  proposal  presented  to  Tribal  leaders  and  reviewed 
by  the  Task  Force  called  for  establishing  an  Office  of  American  Indian  Trust  to 
report  to  the  Assistant  Secretary.  This  office  would  have  the  responsibility  for 
ensuring  that  decisions  being  entertained  anywhere  within  the  Interior 
Department  were  reviewed  for  their  impact  on  Indian  Tribes.  Task  Force  review 
of  this  initiative  led  to  the  recommendation  that  the  Department  proceed  with 
establishing  the  Office. 

The  Office  of  American  Indian  Trust  has  responsibility  for  developing 
procedures  to  ensure  the  proper  review  of  significant  decisions  affecting 
American  Indian  trust  assets,  for  assisting  in  the  development  of  an  inventory  of 
trust  assets  managed  by  the  BIA,  and  for  conducting  reviews  of  trust  assets  as 
prescribed  in  Self-Governance  Compacts.  One  of  the  primary  responsibilities  of 
the  Office  is  to  ensure  that  Inspector  General  and  other  audits  containing 
recommendations  related  to  responsibility  for  trust  assets  are  appropriately 
implemented.     The  Office   provides  staff  assistance  to  the  Secretary,  the 
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Solicitor,  and  Assistant  Secretaries  related  to  the  Department's  responsibility  as 
trustee  for  American  Indian  trust  assets. 

5.  National  Indian  Advisory  Board  (National  Indian  Commission) 

In  the  1991  Cumulative  Report,  the  Task  Force  recommended  that  a 
National  Indian  Advisory  Board  be  created  and  that  its  functions  and  authorities 
be  determined  by  legislation.  Concurrent  with  the  1991  report,  the  Senate 
Select  Committee  on  Indian  Affairs  proposed  legislation  to  authorize  the  Tribes 
to  create  a  "National  Indian  Commission  of  Native  American  Governments."  The 
Senate  Select  Committee  has  deferred  to  the  Tribal  Governments  to  facilitate 
discussions  of  the  concept. 

6.  Special  Legal  Counsel  to  Assistant  Secretary  -  Indian  Affairs 

The  Task  Force  recommended  the  creation  of  an  Office  of  Indian  Affairs 
Solicitor  in  its  past  two  reports  (the  Status  Report  of  April  1991  and  the  1991 
Cumulative  Report  issued  in  February  1992).  This  Office  would  be  independent 
of  the  current  Interior  Solicitor's  Office  and  would  provide  legal  advice  to  support 
the  Assistant  Secretary  's  Office  regarding  issues  where  Indian  and  Tribal  rights 
are  being  compromised  (with  possible/potential  conflict  of  interest)  under  the 
pre.sent  system.  This  initial  concept  of  a  separate  legal  organization  was 
objected  to  by  the  DOI.  The  Solicitor's  Office  voiced  its  views  against  this 
function  at  a  Task  Force  meeting  and  Secretary  Lujan  questioned  the  wisdom  of 
the  recommendations  at  another  meeting.  Therefore,  the  Task  Force  has 
modified  its  initial  recommendation  to  a  "Special  Legal  Counsel"  concept. 

The  Office  of  Special  Legal  Counsel  -  Indian  Affairs  would  not  be  under 
the  Interior  Solicitor  and  would  report  directly  to  the  Assistant  Secretary.  This 
would  be  a  full  service  legal  office,  including  litigation  services,  which  would  be 
at  the  disposal  of  the  Assistant  Secretary.  It  would  have  field  offices  at  the 
Commissioner  level  in  various  locations  depending  on  need. 

The  authority  for  the  Office  of  Special  Legal  Counsel  to  Assistant 
Secretary  -  Indian  Affairs  would  be  provided  for  by  a  Congressional  mandate. 
This  mandate  would  require  that  Secretarial  activities  be  analyzed  for  their 
impact  on  trust  responsibility  and  trust  assets  and  that  a  written  assessment  be 
filed  and  certain  requirements  met  before  a  decision  to  proceed  or  not  to  proceed 
with  the  activity  is  made. 
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7.   Organizational  Chart 

The  proposed  structure  for  the  Office  of  the  Assistant  Secretary  is  shown 
in  the  following  chart. 
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8.   Follow-up  on  Recommended  Changes 

The  Task  Force  developed  a  tracking  system  which  could  be  used  by  both 
the  Department  and  the  Task  Force  to  ensure  recommendations  are  being 
implemented.  The  tracking  system  is  continually  updated  as  actions  are 
completed  or  reports  are  given  to  the  Task  Force.  Throughout  this  Chapter,  the 
tracking  system  column  labeled  "Status"  contains  the  reported  status  on 
recommendations  as  of  December  17,  1992.  The  Deputy  Commissioner  is 
named  as  the  primary  official  to  ensure  the  recommendation  is  implemented  in 
the  "Responsibility"  column  because  the  Commissioner's  position  is  not  filled, 
and  the  Deputy  Commissioner  now  is  the  top  manager  in  the  Bureau.  The 
Bureau  official  subordinate  to  the  Commissioner  who  has  the  lead  responsibility 
for  the  action  is  shown  in  parenthesis. 
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The  portion  of  this  tracking  system  pertaining 
recommended  for  the  Office  of  the  Assistant  Secretary 
presented  in  the  following  table. 


to    the    changes 
Indian  Affairs  is 


TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMMENDATIONS 

ASSISTANT  SECRETARY  -  INDIAN  AFFAIRS 

«ECONW^tt»*TK»» 

ACTJON  TO  BE  TAWEN 

fttSPONSBItlTY 

STATUS                {| 

Restructure  Role  end 

Revision  to  stnjcture, 

Assistant  Secretary  - 

Secretarial  Order  which 

Reeponaibilitiet  of  the 

staffing,  responsibilities. 

Indian  Affairs 

authorized  the  Deputy 

Aeeictant  Secretary  - 

and  authorities  of  Office  of 

Commissioner  to  assume 

Indian  Affairs 

Aesistant  Secretary  - 

the  responsibiliry  for  the 

Indian  Affairs 

day-to-day  operations  of 
the  BIA  was  issued. 
Appeal  decision  of 
Assistant  Secretary  - 
Indian  Affairs  still  being 
analyzed.   No  other 
paperwork  is  necessary. 

Establish  Office  of 

Assistant  Secretary  - 

Office  established,  some 

Anwrican  Indian  Trust  in 

Indian  Affairs 

staff  hired. 

Office  of  the  Secretary 

(Phil  Hogan) 

Establieh  Office  of  Audit 

Assistant  Secretary  - 

Office  established.   DM 

and  Evaluation  in  Office  of 

Indian  Affairs 

signed,  not  fully  staffed 

the  Secretary 

(Ron  Eden) 

yet. 

National  Indian  Advisory 

Task  Force 

This  Board  will  deal  only 

1   Board 

with  DOI.   The  Senete 
Select  Committee  has  a 
Bill  which  will  create  a 
Commission  that  will 
cover  all  Federal 
Government  Programs. 

Special  Legal  Counsel  to 

Task  Force 

Recommended  to  the 

the  Assistant  Secretary 

Secretary  &  Congress. 
Task  Force  is  pursuing 
this  concept  ar>d  intent. 

39 


Overall  Structure 


1  -  13 


PART  C:     OFFICE  OF  INDIAN  EDUCATION  PROGRAMS 

A  separate  Office  within  the  Bureau  of  Indian  Affairs,  and  under  the  direct 
supervision  of  the  Assistant  Secretary  -  Indian  Affairs,  is  responsible  for 
execution  of  the  Assistant  Secretary's  Indian  Education  program  functions. 
Tribal  leaders  opposed  establishing  a  separate  Bureau  of  Indian  Education  to 
perform  these  functions. 

Task  Force  review  of  the  proposed  Bureau  of  Indian  Education,  the  current 
execution  of  education  functions  throughout  the  Office  of  Indian  Education 
Program's  organizational  structure,  and  an  assessment  of  what  is  needed  for  full 
implementation  of  P.  L.  95-561  led  to  recommendations  for  structuring  the 
Office.  These  recommendations  are  depicted  on  the  "Conceptual  Three-Tiered 
Organization  Structure"  chart  on  page  2-3.  The  proposed  structural  chart  for  the 
Office  is  presented  below  beside  the  currently  approved  organizational  chart. 


ojhrently  approved 

office  of  iidian  education  pfiogkams 


OFFICE  OF 

INDIAN  EDUCATION 

PROGRAMS 


PLANNING, 

OVERSIGHT  AND 

EVALUATION 

STAFF 


DIVISION  OF 

EDUCATION 

ADMINISTRATION 


DIVISION  OF 
EDUCATION 
PROGRAMS 


NORTH 

AND  EAST 

AGENCY 

EDUCATION 

OPERATIONS 


AREA 

AND  POST- 

SECONOARY 

EDUCATION 

OPERATIONS 


SOUTH 
AND  WEST 

AGENCY 
EDUCATION 
OPERATIONS 


NORTH 

POST- 

SOUTH 

AND  EAST 

SECONDARY 

AND  WEST 

AGENCY 

SCHOOLS  t 

AGENCY 

EDUCATION 

AREA  EDUC. 

EDUCATION 

OFFICES 

OFFICES 

OFFICES 

PROPOSED  STRUCTURE 

OFFICE  OF  IIDIAN  EDUCATION  PROGRANS 


OFFICE  OF 

INDIAN  EDUCATION 

PROGRAMS 

DIVISION  OF 

ADMINISTRATIVE 

POLICY 

— 

DIVISION  OF 

POLICY  AND 

PLANNING 

— 

EDUCATION 

SUPERINTENDENT 

OFFICES 

SCHOOLS 
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1.  Operational  Mandates  for  01 EP 

The  Task  Force  affirms  that  the  Office  of  Indian  Education  Programs  shall 
be  operated  as  follows: 

o  Education  line  authority  flows  from  the  Assistant  Secretary  directly 
to  the  Director,  Office  of  Indian  Education  Programs;  and 

o  The  headquarters  and  Field  Line  Officer  structure  of  the  Office  are 
to  be  operated  in  a  combined,  coordinated  manner  in  support  of 
local  schools. 

o  The  Directorate  provides  line  management  to  Agency  level,  program 
planning  administrative  services,  facilities  management,  technical 
assistance,  education  policy  development,  budget  formulation, 
budget  execution,  BIAM  publications,  CFR  development  and 
implementation  of  policy  directives  of  the  Assistant  Secretary. 

o  The  Division  of  Administrative  Policy  will  be  responsible  for  ISEP 
count,  fund  distribution,  policy  development,  OIEP  office 
administration  services. 

o  The  Division  of  Education  Programs  will  be  abolished  and  functions 
and  positions  moved  to  policy  and  planning;  the  Division  of  Policy 
and  Planning  will  be  reduced  to  1 5  and  the  Branch  of  Evaluation 
will  be  abolished.  The  Division  of  Education  Programs  will  provide 
technical  support  on  issues  and  policy  development,  budget 
formulation  and  presentation 

2.  Full  Implementation  of  P.  L.  95-561 

The  Task  Force  has  recommended  that  P.L.  95-561 ,  as  amended,  be  fully 
implemented.  This  law  provides  that  Education  may  receive  its  own 
administrative  support  and  facilities  management  services  separate  from  the  Bl  A. 
Pursuant  to  this  feature  of  the  law,  the  Task  Force  mandated  that  the  Office  of 
Indian  Education  Programs  determine  what  administrative  support  services  are 
needed  to  foster  full  compliance  with  P.L.  95-561.  The  Deputy  Commissioner 
of  Indian  Affairs  and  the  Director,  Office  of  Indian  Education  Programs  jointly 
directed  a  work  load  analysis  to  make  this  determination.  Results  of  that 
analysis  have  been  reported  to  the  Task  Force. 

The  Task  Force  has  endorsed  the  full  implementation  of  P.L.  95-561, 
which  calls  for  education  to  receive  its  own  administrative  support  services  and 
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facilities  management.  The  Task  Force  has  taken  the  position  that  full 
implementation  of  P.L.  95-561  should  not  have  major  adverse  impacts  on  the 
balance  of  the  Bureau  and  must  be  implemented  with  the  full  cooperation  of  the 
balance  of  the  Bureau  and  the  Office  of  Indian  Education  Programs. 

The  Task  Force  voted  to  delay  implementing  the  education  support 
services  and  facilities  management  and  let  each  Area  Office,  with  input  from  the 
Tribes,  analyze  the  data  provided  to  the  Task  Force  and  thereafter  determine 
whether  providing  education  with  its  own  administrative  and  facilities  support 
services  can  be  accomplished  on  an  Area  by  Area  basis.  The  Navajo  Nation  has 
determined  that  the  Navajo  Area  Office  will  transfer  all  administrative  functions 
for  Education  to  the  jurisdiction  of  the  OIEP.  A  resolution  recommending  the  BIA 
implement  this  Navajo  Tribal  decision  was  passed  by  the  Task  Force,  and  the 
Navajo  Nation  and  the  BIA  are  now  in  the  implementation  phase  of  the  transfer. 

In  addition,  the  BIA  has  moved  responsibility  for  facilities  management  to 
the  Indian  Education  Programs  staff  at  the  Navajo  Area.  This  transfer  was 
implemented  at  the  request  of  the  Navajo  Nation  based  upon  its  desire  to  move 
forward  with  the  Task  Force's  recommendation  that  responsibility  for  facilities 
management  should  be  an  Area  by  Area  determination. 

The  Task  Force  also  found  that  there  were  major  problems  with  the 
operational  and  close-out  procedures  of  forward  funding  and  the  implementation 
of  the  Federal  Finance  System.  These  problems  caused  backlogs  and  serious 
errors  within  the  Federal  Finance  System.  This  had  a  potential  for  serious  impact 
on  education  finances  and  put  millions  of  education  dollars  in  jeopardy. 
Consequently,  the  Task  Force  recommended  that  al!  BIA  field  offices,  whether 
Agency  or  Education,  receive  their  own  encoding  capabilities  for  payment, 
obligations  and  corrections  at  the  local  level.  The  plan  to  accomplish  this 
recommendation  is  now  being  developed. 

One  of  the  Task  Force's  main  goals  is  to  move  decision  making  authority 
to  the  school  and  Education  Superintendent  Offices  and  away  from  the  Central 
Office.  The  Task  Force  continues  to  work  with  and  monitor  Central  Office,  Area 
and  Agency  efforts  to  see  that  this  authority  is  transferred. 
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3.  Follow-up  on  Recommended  Changes 


The  following  table  constitutes  the  tracking  system  for  the  specific 
recommended  actions  the  Task  Force  has  made  concerning  the  Office  of  Indian 
Education  Programs. 


TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMMENDATIONS 

OFFICE  OF  INDIAN  EDUCATION  PROGRAMS 

«£CO»<«i«J»AT«»e  ; 

ACTIWJTOBETAKEN 

RCSPONSIBIUTy 

STATUS 

Full  implementation  of  P.L. 

Conduct  wortdoad  analysis 

Director,  OIEP  and 

Preliminary  analysis 

95-561  to  include  OIEP 

to  determine  OIEP 

Deputy 

completed:  results 

•dminietrative  (upport 

administrative  support 

Commissioner 

reported  to  Task  Force. 

■ervicee  and  responsibility 

needs  and  the  effect  of 

Each  Area  Office,  with 

for  facilities  management 

moving  administrative 

input  from  the  Tribes, 

and  construction  activiOes 

support  from  Bureau  side 

to  analyze  the  data 

as  mandated  by  an  area- 

to  OIEP 

provided  to  the  Task 

by-area  determination  of 

Force  and  thereafter 

the  Tribes  to  move 

determine  whether 

adnninistrative  support 

providing  education 

services  and  facilities 

with  its  own 

management  ar>d 

administrative  and 

construction  to  OIEP  side. 

facilities  support 

The  Task  Force  has 

services  can  be 

endorsed  the  full 

accomplished  on  an 

implementation  of  P.L.  3S- 

Area  by  Area  basis. 

561,  which  calls  for 

education  to  receive  its 

Navajo  is  in 

own  administrative  support 

implementation  phase 

services  and  facilities 

of  transfer. 

management.   The  Task 

Force  has  taken  the 

position  that  full  imple- 

mentation of  P.L.  95-561 

should  not  fiave  major 

adverse  impacts  on  the 

balance  of  the  Bureau  and 

must  be  implemented  with 

the  full  cooperation  of  ttM 

balance  of  the  Bureau  and 

the  Office  of  Indian 

Education  Programs. 

Restructure  the 

Revisw  program  and 

Director.  OIEP 

No  Action 

headquarters  portion  of  the 

•drTtinistrativs  functions 

Office  to  permit  greater 

and  determine  which 

operational  authority  to  be 

should  be  assigned  to  field 

exercised  in  the  field 

with  resources.   Prepare 
130  DM  and  supporting 
documentation  to  obtain 
approval. 
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TRACKING  SYSra/l  H)R  TASK  FORCE  RECOMMENDATIONS 
OH-ICE  OF  INDIAN  EDUCATION  PROGRAMS 

mBi<»mm«»atotts 

ACTION  TO  BE  TAKEN 

IffiSPON^WJTY 

STATUS 

All  Araa  Education  Offica* 
convartad  to  Education 
Suparintandant'a  Officaa 
for  aquivalancv  to  Agancy 
1   Suparintandsnta 

Prepare  130  DM  and 
aupporting  documentation 
to  obtain  approval. 

Director,  OIEP 

No  Action 

Raaponaibilitiaa  aaaignad  to 
achoola  be  nnodifiad  to 
include  the  carrying-out  of 
adminiitrativa  activitiac  on 
aita  if  feasible,  including 
procurement,  budget  and 
personnel 

Prepare  1 30  DM  and 
supporting  documentation 
to  obtain  approval. 

Director,  OIEP 

No  Action 

Education  Superintendents 
delegated  maxinfum 
possible  authority  including 
administrative  aupport. 
Responsible  for  monitoring 
and  evaluation  locally. 
Coordinates  with 
accrediting  agencies  and 
Tnbal  Education 
Departments 

Prepare  delegation 
document  ar>d  issue 
delegation  of  authority 

Director,  OIEP 

The  Manual  Bulletin  is 
prepared  and  awaiting 
clearance  from  the 
Division  of  Management 
Support. 

Existing  state  plans  and/or 
MOA  amended  to  reflect 
reorganized  authority  and 
supervision 

Make  appropriate 
modifications  to  plans 

Director,  OIEP 

No  Action. 

Request  new 
appropriations  for 
administrative  ahortfall 

Prepare  budget 
justifications  and  preaant 
to  the  Department,  0MB, 
and  the  Congress 

Director,  OIEP 

No  Action                            H 

Encoding  capabilitiae  for 
paymant/obligations 
encoded  at  local  level. 

The  plan  to  accomplish 
this  recommendation  is 
now  being  developed. 
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PART  P;     OFFICE  OF  THE  COMMISSIONER  OF  INDIAN  AFFAIRS 
(CENTRAL  OFFICE  AND  REGIONAL  OFFICES) 

The  Commissioner  of  Indian  Affairs  implements  the  policy  created  by  the 
Assistant  Secretary.  Other  responsibilities  include  planning  and  directing  the 
execution  of  all  Bureau  management  and  administrative  support  services 
programs  and  technical  assistance  functions  (which  have  not  been  assigned  to 
the  Office  of  Indian  Education  Programs  or  to  the  Tribe/Agency  level.)  The 
Conrmiissioner  would  execute  these  responsibilities  through  staff  who  write 
internal  policies  published  in  the  BIAM  and  CFR  and  who  design  Bureau-wide 
programs.  The  Commissioner's  level  would  provide  technical  assistance  and 
oversight  to  programs  operated  at  the  Tribe/Agency  level. 

The  Commissioner's  level  of  the  Bureau,  which  would  include  the 
"Commissioner's  Office  Regional  Managers"  and  their  staff,  would  carry  out  the 
operational/administrative  functions  of  the  6IA.  The  Commissioner  would  have 
direct  line  authority  over  the  Agency  Manager  in  those  Regions  which  choose  to 
have  a  technical  center  type  Regional  Office.  In  those  Regions  where  Tribes 
chose  to  continue  their  Commissioner's  Office/Regional  Manager  in  the  line  of 
authority  to  the  Agency  through  the  Regional  Manager,  the  Commissioner  would 
maintain  line  authority  to  the  Agency  through  the  Regional  Manager. 

The  Task  Force  has  concluded,  but  is  not  recommending  full 
implementation  at  this  time,  that  certain  administrative  and  support  functions 
now  being  carried  out  at  multiple  Area  offices  and/or  field  locations  could  be 
consolidated  at  a  field  location.  With  the  Task  Force's  proposal  that  full 
delegation  of  authorities  be  made  to  the  Agency  Manager,  the  remaining  residual 
operations  at  the  Regional  or  Central  Office  Commissioner  Office  level  may  be 
too  small  to  be  economically  operated  at  multiple  locations.  Consolidation  may 
therefore  be  required.  Consolidation  is  also  a  viable  alternative  to  small, 
ineffective  organizations  in  those  areas  where  Tribes  choose  to  transfer  facilities 
management  and  administrative  support  responsibilities  to  the  Office  of  Indian 
Education  Programs. 

Similarly,  certain  programmatic  technical  services  could  be  consolidated 
at  a  field  located  Central  Office  or  at  certain  field  locations  (e.g..  Central  Office 
West  or  the  Regional  Offices)  with  a  reciprocal  increase  in  technical  service 
capability  at  the  Tribe/Agency  level. 

1.   Headquarters  -  Washington,  D.C. 

The  Task  Force  made  recommendations  in  its  1991  Cumulative  Report 
that,  if  implemented,  would  reduce  the  size  of  and  restructure  the  Office  of  the 
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Commissioner's  headquarters  structure  in  Washington,  D.C.  Specific  structural 
changes  included  establishing  a  new  Office  of  Economic  Development, 
combining  the  Equal  Employment  Opportunity  Staff  and  the  Division  of  Personnel 
Management  to  create  a  Human  Resources  Management  Staff,  and  combining 
the  Public  Information  and  Congressional  and  Legislative  Affairs  staff 
organizations. 

Since  the  publication  of  the  1991  Cumulative  Report,  other  issues  have 
been  brought  to  the  attention  of  the  Task  Force.  Some  of  these  issues  have 
been  Bureau  initiated  management  improvements  while  others  were  generated 
by  external  conditions  outside  the  control  of  the  Assistant  Secretary. 

Recognizing  that  the  Assistant  Secretary  and  Deputy  Commissioner  had 
to  respond  to  identified  program  and  administrative  management  weaknesses 
and  problems,  the  Task  Force,  consistent  with  the  language  in  the  FY  1992 
Appropriations  Act,  developed  a  process  for  the  Bureau  to  use  in  bringing 
management  improvement  initiatives  and  administrative  changes  to  the  attention 
of  the  Task  Force.  Among  those  discussed  with  the  Task  Force  in  the  past  year 
are  continuing  improvements  in  the  Division  of  Accounting  Management, 
modifications  in  the  Information  Resources  Management  structure  and  system, 
and  the  development  of  a  Human  Resources  Management  Program  within  the 
Bureau. 

The  Task  Force  has  incorporated  changes  to  the  Bureau's  structure 
mandated  by  the  passage  of  legislation  affecting  two  major  activities  of  the 
Bureau.  Both  the  Indian  Gaming  Regulatory  Act  and  the  Law  Enforcement 
Reform  Act  have  been  considered  by  the  Task  Force.  These  externally  generated 
reforms  have  mandates  for  Bureau  action  that  required  the  Task  Force's 
attention.  Structural  modifications  shown  on  the  "Recommended  BIA 
Organizational  Chart"  to  accommodate  these  two  Acts  are  establishment  of  a 
new  Indian  Gaming  Management  Staff  and  a  line  showing  the  authority  over 
Area  and  Agency  criminal  investigation  activities  directly  from  the  Division  of 
Law  Enforcement  Services. 

a.   Indian  Gaming 

Indian  Country  Gaming  is,  and  will  play,  a  major  role  in  the  economies  of 
Tribes  for  years  to  come.  The  Indian  Gaming  Regulatory  Act,  25  USC  S  2701 , 
established  a  National  Indian  Gaming  Commission  to  oversee  the  more  serious 
forms  of  gaming.  Since  this  Commission  has  not  yet  become  fully  operational, 
the  Indian  Gaming  Regulatory  Act  requires  the  Bureau  of  Indian  Affairs  to  provide 
interim  oversight  for  the  regulation  of  gaming. 


46 


1  -  20  Chapter  1 


Recently,  Indian  gaming  has  come  under  heavy  attack  by  non-Indian 
forces  who  feel  threatened  by  the  impact  of  Indian  gaming.  The  foremost 
argument  of  these  opponents  is  the  lack  of  regulation  over  Indian  gaming  while 
the  Commission  is  coming  on  line.  The  BIA's  interim  oversight  responsibility, 
they  claim,  is  not  adequate  to  deal  with  the  issues  which  need  attention  now. 

To  quash  these  arguments,  the  Task  Force  initiated  action  to  help  the 
Bureau  establish  an  Indian  Gaming  organization  within  the  BIA.  Not  only  will  this 
help  the  BIA  shore  up  its  actions  and  plans  under  its  interim  gaming 
responsibility,  but  will  also  help  create  the  long-term  protection  the  Federal 
Government  owes  Tribes  under  the  doctrine  of  trust  responsibility.  The  proposal 
for  establishing  an  Indian  Gaming  Management  organization  to  be  responsible  for 
the  Secretary's  Indian  Gaming  activities  has  been  submitted  by  the  Assistant 
Secretary  -  Indian  Affairs  to  the  Secretary  of  the  Interior. 

To  deal  with  gaming,  the  Task  Force  established  an  Ad  Hoc  Committee 
consisting  of  twelve  Task  Force  Representatives,  one  National  Indian  Gaming 
Commission  member,  and  one  member  from  the  California/Nevada  Indian  Gaming 
Commission  to  work  with  the  Bureau's  Action  Team  on  gaming.  The  purpose 
of  the  Committee  was  to  provide  Tribal  input  into  the  Bureau's  decisions  and 
activities  with  regard  to  developing  the  organizational  structure,  policies  and 
procedures  dealing  with  Indian  gaming.  The  Task  Force  will  continue  to  monitor 
the  development  of  the  Bureau's  Indian  Gaming  Act  capabilities  and  will  continue 
to  work  with  the  gaming  Tribes  to  ensure  fairness  and  reasonableness  in  the 
development  of  the  rules  and  regulations  for  Indian  Gaming  Act  enforcement. 

b.   Line  Authority  for  Criminal  investigation  Activity 

On  August  18,1 990,  the  Indian  Law  Enforcement  Reform  Act  was  signed 
into  law.  This  law  requires  the  Secretary  of  Interior  to  establish  a  separate 
Branch  of  Criminal  Investigations  to  inquire  into  the  violations  of  specific  federal 
offenses  within  Indian  Country. 

In  implementing  the  law,  the  Bureau  will  transfer  supervision  and  direction 
of  criminal  investigators  from  Superintendents  and  Area  Directors  to  the  Central 
Office  Division  of  Law  Enforcement  Services.  The  Task  Force  has  recommended 
this  transfer  of  line  authority,  but  only  with  the  understanding  that  the  Indian 
Law  Enforcement  Reform  Act  allows  any  Tribe  the  right  to  request  this  line 
authority  be  re-established  through  the  Superintendent  and  Area  Director.  Such 
a  request  may  be  made  one  year  after  the  establishment  of  the  separate  Branch 
of  Criminal  Investigations. 
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When  implemented,  there  will  be  no  displacement,  reassignment  nor 
transfer  of  existing  staff.  Two  regional  offices  for  mid-level  management  will  be 
developed  for  appropriate  control.  The  Bureau  will  implement  the  initiative  once 
it  receives  the  proper  organizational  approval  from  the  Department  of  the  interior. 

c.   Economic  Development 

One  of  the  recommendations  that  the  Task  Force  made  in  its  1991 
Cumulative  Report  was  to  create  a  single  organization  within  the  Bureau  to  be 
responsible  for  economic  development  activities.  The  Office  of  Economic 
Development  has  now  been  established  and  is  being  staffed  to  execute  the 
responsibilities  previously  divided  between  the  Office  of  Trust  Responsibilities 
and  the  Office  of  Tribal  Services  within  the  BIA  Headquarters.  Three  major 
emphases  of  the  Bureau's  economic  development  role  are  reflected  in  the 
internal  structure  of  this  new  Office: 

o  Financial  Assistance  to  enable  Indian  enterprises  and  entrepreneurs 
to  obtain  adequate  funding  resources  to  establish  and  maintain 
economic  enterprises; 

o  Indian  Business  Utilization  to  ensure  that  enterprises  have  adequate 
opportunity  to  successfully  compete  in  the  business  world;  and 

o  Job  Placement  and  Training  to  foster  employment  of  Indian  labor  by 
ensuring  that  individuals  are  trained  and  positions  that  match  their 
skills  are  located. 

An  implementation  plan  was  approved  to  establish  six  Regional  Credit  and 
Financing  Offices.  These  will  be  formed  using  the  existing  credit  and  finance 
resources  assigned  to  the  twelve  Area  Offices.  Locations  for  these  six  regional 
offices  and  their  service  jurisdictions  are: 

Washington,  D.C Eastern  and  Minneapolis  Areas 

Denver,  CO Aberdeen  and  Billings  Areas 

Oklahoma  City,  OK    Anadarko  and  Muskogee  Areas 

Albuquerque,  NM    Albuquerque,  Navajo,  and  Phoenix  Areas 

San  Francisco,  CA Portland  and  Sacramento  Areas 

Juneau,  AK    '. Juneau  Area 

The  proposal  to  establish  these  Regional  Credit  and  Financing  Offices  will 
be  submitted  to  the  Department  and  Congress  for  approval. 
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2.   Headquarters  •  Field  Locations  (Central  Office  West) 

The  majority  of  the  Office  of  the  Commissioner's  headquarters  operation 
is  located  outside  Washington,  D.C.  These  headquarters  organizations  are 
primarily  in  Albuquerque,  New  Mexico,  but  some  are  located  at  Denver, 
Colorado,  Boise,  Idaho,  and  Portland,  Oregon.  During  April  1992,  an  Ad  Hoc 
Committee  of  the  Task  Force  reviewed  the  current  Central  Office  West 
organizations  located  in  Albuquerque,  New  Mexico.  Due  to  the  limited  time 
expended  on  this  task,  the  review  report  contained  only  those  recommendations 
which  address  major  concerns  identified  during  the  on-site  review. 

The  Task  Force  recommended  an  organizational  structure  for  Central 
Office  West  which  would  place  all  Central  Office  field  organizations  under  a 
single  manager.  This  "Associate  Commissioner"  would  supervise  all  activities 
of  the  headquarters  portion  of  the  proposed  Office  of  the  Commissioner  not 
located  in  Washington,  D.C.  In  addition,  the  Central  Office  West  structure  would 
be  expanded  to  include  an  administrative  support  organization  which  would 
provide  administrative  services  to  field-located  headquarters  organizations. 


The  structure  proposed  for  Central  Office  West  is  depicted  in  the  following 


chart: 
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While  structural  change  may  solve  a  problem  of  coordinating  the  diverse 
headquarters  activities  operated  outside  Washington,  D.C.,  the  Task  Force 
believes  that  additional  deficiencies,  problems,  and  issues  revealed  during  the 
COW  review  warrant  additional  action  by  the  Bureau.  Therefore,  both  general 
recommendations  which  apply  to  all  Central  Office  West  elements  and 
recommendations  for  individual  elements  of  COW  were  included  in  the  Report 
of  the  Central  Office  Review  which  are  listed  in  the  Tracking  System  for  Task 
Force  Recommendations. 

3.  Division  of  Accounting  Management 

Of  special  concern  to  the  review  team  was  the  lack  of  participation  by  the 
Deputy  Commissioner  of  Indian  Affairs  in  the  management  of  the  Division  of 
Accounting  Management,  including  the  activities  of  the  Financial  Management 
Improvement  Project  (FMIP).  The  Task  Force  recommended  two  actions  to 
overcome  this  deficiency.  First,  the  Deputy  Commissioner  was  to  take  an  active 
role  in  the  Management  Oversight  Committee  that  had  been  established  to 
monitor  internal  improvements  in  the  Bureau's  accounting  management 
operation.  Second,  the  Task  Force  wanted  the  BIA  to  develop  a  transition  plan 
for  placing  accounting  management,  including  the  FMIP  under  Bureau  control. 

To  ensure  that  the  Bureau's  accounting  management  staff  has  the 
capability  for  implementing  the  new  Federal  Finance  System  and  managing  the 
Financial  Management  Improvement  Project,  the  Bureau  is  to  take  additional 
steps.  The  Task  Force  recommended  that  vacant  positions  in  the  Division  of 
Accounting  Management  be  addressed,  that  staff  training  become  a  major 
objective,  and  that  communication  within  the  Division  be  improved. 

4.  Trust  Funds  Management 

In  addition  to  the  on-site  review  of  Central  Office  West  operations,  the 
Task  Force  spent  considerable  time  discussing  the  operation  of  the  Office  of 
Trust  Funds  Management.  Working  closely  with  the  Intertribal  Monitoring 
Association  on  Indian  Trust  Funds  (ITMA),  the  Task  Force  has  recommended 
both  a  restructuring  of  the  Office  of  Trust  Funds  Management  and  the 
implementation  of  a  plan  for  correcting  identified  deficiencies.  A  separate 
tracking  system  was  developed  to  follow  the  action  being  taken  by  the  Bureau 
on  these  short  term  projects.  These,  and  the  circumstances  that  led  to  their 
adoption,  are  discussed  in  greater  detail  at  the  end  of  this  Chapter. 

The  structure  proposed  for  the  Office  of  Trust  Funds  Management  places 
greater  emphasis  on  Customer  Service,  Quality  Control,  and  Systems 
Management  functions.    The  increased  FTE's  and  funding  to  implement  this 
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restructuring  was  included  in  the  Bureau's  FY  1993  budget  request.  Both  the 
Tasic  Force  and  the  ITMA  recommended  the  structure  be  approved  by  the 
Congress  and  the  Department  of  the  Interior,  but  that  a  workload  analysis  be 
completed  prior  to  establishing  any  of  the  new  FY  1 993  positions  to  ensure  that 
these  staff  resources  were  assigned  in  a  manner  that  matched  the  workload  of 
the  organization. 

5.  Commissioner's  Office  •  Regional  Organization 

The  Task  Force  is  recommending  that  the  Regional  Technical  Service 
Offices  and  the  Regional  Line  Offices  be  an  integral  part  of  the  Office  of  the 
Commissioner  rather  than  a  separate  organizational  level.  The  current  Area 
Office  level  of  the  Bureau  would  be  made  a  part  of  the  Commissioner's  level  and 
would  become  an  extension  of  the  Commissioner's  Office  at  the  field  level. 

The  "Conceptual  Three-Tiered  Organization  Structure"  indicates  that  the 
decision  whether  to  have  a  Regional  Technical  Service  Office  or  a  Regional  Line 
Office  will  be  made  by  the  Tribes  served  by  the  organization.  If  the  Regional 
Technical  Service  Office  concept  is  chosen,  the  Regional  Manager  would  provide 
technical  programmatic  support  services  to  Agencies  within  the  region,  but 
he/she  would  not  have  line  authority  over,  or  supervisory  responsibility  for,  these 
Agencies.  Conversely,  if  the  Tribes  choose  to  restructure  their  Regional  Office 
similar  to  the  traditional  Area  Offices,  line  authority  would  be  maintained  by  the 
Regional  Manager. 

The  Task  Force  envisions  that  Regional  Technical  Service  Offices  would 
operate  within  the  following  guidelines: 

o  The  Regional  Manager  would  not  be  a  line  officer,  would  supervise 
the  Technical  Service  Center  staff,  and  would  report  directly  to  the 
Commissioner; 

o  The  Regional  Manager  would  be  informed  of  any  day-to-day 
program  contact  between  a  headquarters  official  so  that  the 
Regional  Office  could  expedite,  monitor,  research,  and  assist  in 
behalf  of  the  caller,  providing  feedback,  technical  assistance,  and 
status  reports  as  appropriate; 

o  Regional  Technical  Service  Office  administrative  support  service 
needs  would  be  provided  either  by  the  Office  staff  or  by  another 
element  of  the  Office  of  the  Commissioner; 
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o  Program  technical  assistance  staff  assigned  to  the  Regional 
Technical  Service  Office  would  be  sufficient  to  serve  the  needs  of 
Agencies/Tribes/Projects  in  the  Office's  jurisdictional  area,  but, 
through  restructuring,  staff  in  excess  of  this  need  would  be 
allocated  to  the  Tribe/Agency  level;  and 

o  The  composition  of  the  program  and  administrative  staff  at  each 
Regional  Technical  Service  Office  would  be  determined  by  the 
Tribes  served  in  consultation  with  the  Commissioner  and  Assistant 
Secretary. 

Similarly,  the  Task  Force  guidelines  for  the  operation  of  a  Regional  Line 
Office  are: 

o  The  Regional  Manager  would  be  a  line  officer,  would  supervise  the 
Regional  Office  staff  and  the  Agency/Project  line  officers  in  the 
Office's  jurisdiction,  and  would  report  directly  to  the  Commissioner; 

o  The  Regional  Manager  would  manage  and  administer  all  Bureau 
program  activities  in  the  Office's  jurisdiction  on  a  day-to-day  basis 
with  appropriate  program  staff; 

o  Administrative  support  services  needs  would  be  provided  either  by 
the  Regional  Line  Office  staff  or  by  another  element  of  the  Office 
of  the  Commissioner;  and 

o  The  composition  of  the  program  and  administrative  staff  at  each 
Regional  Line  Office  would  be  determined  by  the  Tribes  served  in 
consultation  with  the  Commissioner  and  Assistant  Secretary. 

6.   Foilow-up  on  Recommended  Actions 

The  following  pages  discuss  the  recommendations  for  the  Office  of  the 
Commissioner  as  displayed  on  the  tracking  system  adopted  by  the  Task  Force. 
This  system  enables  both  the  Task  Force  and  the  Tribes  to  keep  tabs  on  the 
recommendations  made  to  the  Secretary  and  the  Appropriations  Committees  of 
the  Congress.  The  Deputy  Commissioner  is  named  as  the  primary  official  to 
ensure  the  recommendation  is  implemented  in  the  "Responsibility"  column 
because  the  Commissioner's  position  is  not  filled,  and  the  Deputy  Commissioner 
now  is  the  top  manager  in  the  Bureau.  The  Bureau  official  subordinate  to  the 
Commissioner  who  has  the  lead  responsibility  for  the  action  is  shown  in 
parenthesis. 
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TRACKING  SYSTEM  f=OR  TASK  FORCE  RECOMMENDATIONS 
0F1=(CE  OF  THE  COMMISSIONER 


BUMinlon 


Adopt  new  mission 
statsrrwnt  which  wm 
adopted  by  th«  Task  Force 
for  the  Bureau  of  IrvJian 
Affairs 


Prepare  revised  1 30  DM  to 
officially  publish  changed 
mission  statement,  and  uae 
rww  mission  in  all 
subsequent  communications 
including  annual  budget 
submissions 


Deputy  Commissioner 
of  Irtdian  Affairs 


The  Task  Force's 
new  ststement  has 
not  been  adopted  by 
the  BIA.   Instesd,  s 
BIA  developed 
statement  is  being 
used. 


Cemmisalonsr  of  Indian  Affaks 


Restructure  Role  artd 
Responsibilities  of  the 
Commissioner  of  Indian 
Affairs 


Revisiorw  to  structure, 
staffing,  responsibilities,  end 
authorities  of  Office  of  the 
Commissioner 


Deputy  Commissioner 
of  Indian  Affairs 


Deputy 

Convnissioner  given 
day-to-day 
responsibility  by 
Secretery'e  order. 


Task  Force  recommended 
that  Legislation  be  drafted 
to  allow  Assistant 
Secretery  -  Indian  Affairs 
to  appoint   Commissioner 
without  Senate 
confirmation. 


Submit  appropriate  legislotive 
action  for  Congressional 
consideration 


Secretary 
Task  Force 


No  action  to  date. 


Organize  to  permit  the 
marMgement  planning,  and 
directing  of  day-to-day 
operations 


Revisions  to  structure, 
staffing,  responsibilities  and 
authonties  of  Office  of  the 
Commissioner 


Deputy  Commissioner 
of  Indian  Affairs 
(James  Cain) 


Same  as  above 


Exercise  any  authorities 
not  delegated  to  the  field 


Orvgoing 


Deputy  Commissioner 
of  Indian  Affairs 
(Cora  Joms) 


BIAM/CFR/USC  work 
group  has  requested 
more  information. 
Proposal  ur>der 
review.   Need  to  get 
copy  of  proposal  and 
check  status.   BIA 
needs  more 
explenation. 


Estsblish  Gaming 
Organization  (March  1992 
Las  Vegas  Meeting) 


Deputy  Commissioner 
of  Irtdian  Affairs 


Gaming  action  team 
is  operating  using 
existing  BIA  eteff. 
No  new 

appropriation.  1 30 
DM  pervjing 
signature. 
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TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMMENDATIONS 

OFFICE  OF  THE  COMMISSIONER 

UECOWBWIEW0ATK5W 

ACTION  TO  BE  TAKEM 

RESPONSiaUTY 

STATUS 

>nal  and  Legislative  Staff 

Combine  the 

Prepare  1 30  DM  modificetion 

Deputy  Commissioner 

Recommendation 

Congressional  and 

to  combine  the  two 

of  Indian  Affairs 

supported  by  BIA, 

Legislative  Affairs  Staff 

organizations 

but  turned  down 

and  Public  Information 

under  budget 

Staff  organizations 

submission.   Work 
group  therefore 
recommended  this 
not  be  completed 
unless  there  is 
edditional  funding  to 
create  a  directorship 
under  which  these  2 
offices  would  be 
combined,  otherwise 
they  are  to  remain 
separate.   This 
recommendation  not 
eccepted  by  the 
whole  Tesk  Force. 
130  DM  modification 
is  to  be  prepared  to 
combine  the  two 
organizations. 

Increase  by  4  positions 

Request  funding  in  next 

Deputy  Commissioner 

Supported  by  BIA 

and  $500,000 

budget  cycle;  reprogram 

of  Indian  Affairs 

but  turned  down 

funding  this  fiscal  year 

under  budget 
submission. 

Executive  Secretariat  Staff 

Eliminate  1  unfunded 

Prepare  revised  orgenizational 

Deputy  Commissioner 

Human  Resource 

position 

chart  which  deletes  the 

of  Indian  Affairs 

Workload  Analysis 

position 

will  determine.               1 
Request  for  Proposal 
being  developed. 

Alcohol  and  Substance  Abuse  Suft 

Move  to  the  Office  of  the 

Obtain  legislative  epprovel 

Deputy  Commissioner 

No  action  to  date. 

Commissioner  from  AS-IA 

and  prepere  130  DM 
modification  to  effect  change 

of  Indian  Affairs 

No  chsnges  in  positions  or 

No  action  required 

funding 
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1      TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMMENDATIONS 

OFFICE  OF  THE  COMMISSIONER 

RECOMMENDATION 

1         ACTJON  TO  K  TAKEN 

RESPONSISJUTY 

STATUS 

Equal  EmpJoymttm  OpportuniTY  Staff 

Combine  EEO  with 

Prepare  130  DM  modification 

Deputy  Commissioner 

Deputy 

Division  of  Personnel 

to  effect  change 

of  Indian  Affairs 

Commissioner  has 

Management  to  create  a 

certificate  of  eligibles 

new  Human  Resourcee 

for  position  of 

Management  staff 

Human  Reeource 
Special  Assistant 
who  will  assume 
responsibility  for  EEO 
and  Personnel.   Will 
be  reflected  in 
official  organization 
chart  if  Task  Force 
Final  Report  is 
accepted  by 
Congress.    DM  130 
not  yet  developed. 

All  Central  Office  Diractoratea                                                                                                                                                            || 

Establish  Office  of 

Prepare  130  DM  and 

Deputy  Commissioner 

Office  was  approved 

Economic  Development  to 

supporting  documents 

of  Indian  Affairs 

by  Appropnations 

consolidate  separately 

Committees  and  130 

organized  economic 

DM  was  signed  on 

development  functions  of 

10/23/92.     Staffing 

the  Central  Office  Into  a 

of  new  office 

single  Directorate 

currently  in  process. 

Establish  six  Regional 

Prepare  130  DM  and 

Deputy  Commissioner 

Task  Force  epproved 

Credit  &  Financing  Offices 

supporting  documents 

of  Indian  Affairs 

locations  for  the  six 

using  staff  and  fiscal 

offices.    Task  Force 

resources  now  assigned  to 

approved  detailed 

Area  Office  credit  & 

implementation  plan      . 

financing 

to  establish  the  six 

Regional  Credit  and 
Financing  Offices  to 
be  submined  to  DOI 
and  Congress. 

Eliminate  4  Deputy 

Prepare  revised  organizational 

Deputy  Commissioner 

Will  be  included  in 

Director  positions 

charts  which  delete  the 

of  Ir^ian  Affairs 

the  Workload 

positions:  take  personnel 

Analysis  and  will  be 

actions  to  transfer 

accomplished  in  line 

incumbents  of  any  filled 

with  the  guiding 

deputy  positions 

pnnciples  and 
objectives  of  the 
Task  Force  that 
Central  Office  is  to 
be  policy  dnven,  not 
program  driven. 
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TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMMH^DATIONS 

OFRCE  OF  THE  COMMISSIONER 

1        RECOMMEMDATtOf)                  ACTION  TO  ffi  TiWtEM        1 

RESPONSISUTY 

STATUS 

Offica  of  Managwnwn  and  Adminivvalion 

Abolish  the  Office  of 

Prepare  1 30  DM 

Deputy  Convnissioner 

Be  included  in  the 

Adminietration 

organizational  charts  which 

of  Indien  Affeirs 

Workload  Analysis 

delete  the  positions;  take 

and  be  accomplished 

personnel  actions  to  transfer 

in  line  with  the 

incumbents  of  any  filled 

guiding  principles 

deputy  positions 

end  objectives  of  the 
Task  Force.    Central 
Office  to  be  policy 
driven,  not  program 
driven. 

Offiea  of  Iha  Dvacur.  Offica  of  AdmWavation 

Reduce  by  five  poaitiana  in 

Move  two  positions  to  new 

Deputy  Commissioner 

To  be  included  in  the 

addition  to  the  elimination 

Office  of  Audit  and 

of  Indian  Affairs 

Wortcload  Analysis 

of  the  Deputy  Director 

Eveluation;  abolish  three 

and  be  eccomplished 

position 

positions 

in  line  with  the 
guiding  principles 
and  objectives  of  the 
Task  Force  thot  the 
Central  Office  is  to 
be  poticy  driven,  not 
program  driven. 

Eliminate 

Prepare  130  DM  modification 

Deputy  Commissioner 

No  action  by  BIA. 

to  abolish 

of  Indian  Affairs 

Task  Force  to  review 

BIA  inaction. 

Directivea  and  RIaa  to 

No  action  required 

Deputy  Commissioner 

To  be  included  in 

remain  at  current  ataffine 

of  Indian  Affairs 

wortdoad  analysis 

levels 

and  to  be 

accomplished  in  line 
with  the  guiding 
principles  and 
objectives  of  the 
Task  Force  that  the 
Central  Office  is  to 
be  policy  dnven,  not 
program  driven. 

Eliminate  positions  sup- 

Prepare  1 30  DM  modification 

Deputy  Commissioner 

Same  as  above. 

portirig  other  functions  of 

to  eliminate  functions; 

of  Indian  Affairs 

the  division 

prepare  revision  to 
organizational  chart  to 

abolish  positions 
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TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMMB^DATIONS 
OFFICE  OF  THE  COMMISSIONER 


ntco*»Ji&g}ArK)H 


ACTIOS  TO  m.  TAKEN 


8ESP<»*S)©UTY 


STATUS 


DMslen  of  Propty  Maiwgwnant 


Combine  with  Division  of 
Contracting  and  Grants 
Adnvnistrabon 


Prepare  1 30  DM  modification 


Deputy  Commissioner 
of  Irvjian  Affairs 


Human  Resource 
WorUoad  Analysis 
will  determine  if 
feasible. 


Reduce  operatiorw  branch 
by  25%  (1 1  positions) 


Prepare  revised  orgarWzational 
chart  to  abolish  1 1  positions 


Deputy  Commissioner 
of  Indian  Affairs 


No  action  by  BIA 


Division  of  Safety  Managamont 


No  reductions  in  positions 
or  funding 


No  action  required 


Identify  functioru  that  can 
be  moved  to  the  Agency 
level  or  carried  out  in  a 
more  direct  relationship 
with  the  Agencies 


Analyze  functions/  activities 
now  performed  and  either 
delegate  that  responsibility  to 
the  field  or  establish  a 
process  where  coordination 
with  field  is  enhanced 


Deputy  Commissioner 
of  liwlian  Affairs 


Fur>ding  in  Fiscal 
Yeer  1993  provided 
the  establishment  of 
e  Safety  Officer  et 
the  12  Area  Offices. 


examine  feasibility  of 
integration  with  FMCC  and 
Transportation 


Review  functions  at  all  three 
organizations;  determine 
where  coordination  (tie-in) 
can  best  talte  place; 
eventually  reorgaruze  to 
reduce  any 
duplication/overlap/ 
confusion  in  functions 


Deputy  Commissioner 
of  Indian  Affairs 


RescirKJed  by  the 
Te»k  Force.   Safety 
cannot  be 
compromised  by 
internal  program 
politics. 


Divisian  of  Convaclkig  and  Qrania 


Combine  with  the  Division 
of  Property  Management 


Prepare  130  DM  modification 


Deputy  Commissioner 
of  ItKlian  Affairs 


Human  Resource 
Workload  Analysis 


Move  operational  respor>- 
sibilities  to  the  field 


Revise  1 30  DM  functional 
statement  to  delete 
operational  responsibilities 


Deputy  Commissioner 
of  Ifvlian  Affairs 


Human  Resource 
WorUoad  Analysis 


Eliminate  6  positions 


Revise  organizatiortal  chart  to 
abolish  6  positions 


Deputy  Commissioner 
of  Indian  Affairs 


Human  Resource 
Workload  Analysis 


Prepare  specific  authority 
for  638  contracting  (nor>- 
conatruction  contracts)  to 
remove  from  auspices  of 
contractirtg  regulations 
and  to  delegate  to  the 
Agency  Superinter)dents 
(June  1992  Green  Bay 
Meeting) 


Deputy  Commissioner 
of  Indian  Affairs 
(Cora  Jonaa) 


Developing  an 
implementation  plan 
whereby  each 
Agency  will  give 
input. 


57 


Overall  Structure 


1  -31 


TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMMENDATIONS     | 

OFFICE  OF  THE  COMMISSIONER 

Htcomm^Ai^m 

Acnm  TO  m.  taken            «esi»<»*siauTY 

1              STATUS 

Combirw  with  Equal 

Prepare  1 30  DM  revision  to 

Deputy  Commissioner 

Deputy 

Employment  Opportunity 

effect  change 

of  Indian  Affairs 

Commissioner  has 

Staff  to  fomn  Human 

certificate  of  eligibles 

Resourcm  Managemsnt 

for  position  of 

•taff 

Human  Resource 
Special  Assistant-will 
assume  rasponsibiliry 
for  EEO  and 
Personnel.   Will  be 
reflected  in  official 
organization  chart  if 
Task  Force  Final 
Report  is  accepted 
by  Congress.    DM 
130  not  yet 
developed. 

Reduce  operations  branch 

Revise  organizational  chart  to 

Deputy  Commissioner 

Human  Resource 

by  9  positions 

abolish  9  positions 

of  Indian  Affairs 

Workload  Analysis 

Reduce  policy  portion  of 

Revise  organizational  chart  to 

Deputy  Commissioner 

Human  Resource 

division  by  21  positions 

abolish  21  positions 

of  Indian  Affairs 

Workload  Analysis 

Financial  Managamant 

No  changes  to  the 

No  action  required 

Assistant  Director  or 

Division  of  Program 

Development  end 

Implementation 

organizations 

Division  of  Accounting  Managamant 

Develop  transition  plan  for 

• 

Aasistant  Secretary  - 

Management  Action 

placing  Accounting 

Indian  Affairs 

Plan  Phase  2. 

Management,  including  the 

Deputy  Commissioner 

Writing  completed. 

Financial  Management 

of  Indian  Affairs 

Plan  being  printed 

Improvement  Project 

for  distribution. 

(FMIPI  under  Bureau 

control 
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OFFICE  OF  THE  COMMJSSiONER 

'      

ACHONTOKTWCEN 

«esJ>««SHBury 

STATWS 

Examin*  Accounting  at 

Deputy  Corrvnissioner 

Examination 

Central  Office  (O.C.)  Isval 

of  Indian  Affairs 

completed  in  June 

for  transfer  to  COW 

1992.   The  CO-DC 
organization 
functions  the  canne 
way  as  an  Arse             1 
Office  accounting          1 
operations 
organization  to 
process  documents 
generated  by  DC 
based  employees 

Report  on  the  etatue  of  66 

Deputy  Commissioner 

Presented  at  Green 

Key  Accounting  Activitiee 

of  Indian  Affairs 

Bay  Meeting  in  June 
1992.    Report 
prepared  and  mailed 
to  Task  Force 
members  following 
the  Green  Bay 
meeting:  Task  Force 
could  request 
continuing  reports  on 
a  quarteriy  (or  other) 
basis 

Address  all  position 

Supervisors  need  to  prepare 

Deputy  Commissioner 

Information  on 

vacancies 

position  descriptions  and 

of  Indian  Affeirs 

individuals  hired  to 

request  appropriate 

(COW  Supervisors) 

fill  vacant  positions 

recruitment  action  by  the 

was  presented  at  the 

Albuquerque  Area  Branch  of 

Green  Bay  Meeting 

Personnel:  Deputy 

in  June  1992. 

Commissioner's  Human 

Resources  Management 

specialist  could  monitor 

action  taken  from  DC  to 

ensure  vacancies  are  being 

reviewed 

Make  training  of  staff  a 

Develop  Training  program 

Deputy  Commissioner 

Fiscal  Year  1993 

major  program  objective 

of  Indian  Affairs 

Plan  completed. 
Process  ongoing. 

Implement  a  positive 

Develop  system  and 

Deputy  Commissioner 

Ongoing 

coordination  and 

implement:  monitor  process 

of  Indian  Affairs 

communication  procees 

to  ensure  all  employees  are 

that  includes,  as  a 

covered 

minimum,  regular  and 

frequent  staff  meetings, 

• 

attention  to  ideas  and 

reconrvnendations  of  all 

staff,  arvl  systems  for 

feedback  to  employees 
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OmCE  OF  THE  COMMISSIONER 

fiECOMME»a>ATION 

ACTION  TO  K  TAKEN 

RESPONSISUTY 

STATUS 

Review  decentralization 

This  part  to  be  made  an 

Deputy  Commissioner 

Study  underway  of 

ongoing  process  for  the 
implementation  of  the  Federal 
Financial  System;  as 
processes/activitiee  are 
identified  which  can  be 
decentralized,  action  to 
decentralize  will  be  taken 

of  Irxjian  Affairs 

which  BIA  must  get 
update.    Moving 
slowly  in  order  to  get 
FFS  Training  done 
and  any  bugs  out  of 
the  system.  BIA  fully 
supports  the 
transition  as  a  long- 
term  obiective. 

Establish  target  date  for 

See  above  comments. 

Deputy  Commissioner 

Depends  on  study 

decentralization 

Decentralization  target  dates 
will  be  made  a  part  of  the 
FFS  implementation  plan 

of  Indian  Affairs 

(above).  Possibly  by 
1993  if  all  training 
completed. 

Recommended  approach 

Establish  standards  for  work 

Deputy  Commissioner 

Being  implemented; 

for  resolving  backlogs  in 

items  that  specify  what 

of  Indian  Affairs 

penodic  reports  on 

processing  transactions 

constitutes  tolerable  time 
limits  for  processing  so  that 
distinctions  can  be  made 
between  normal  work-in- 
progress  versus  becklogged 
items  (e.g.,  tolerable  limit  for 
work-irvprogress  on  travel 
voucher  may  be  two  weeks 
from  time  of  receipt  to  time 
of  transmittal  to  Treasury  for 
payment:  vouchers  in  the 
division  of  Accounting 
Management  for  three  weeks 
or  longer  would  be  back- 
logged  items  requiring  special 
action  to  overcome  backlog 
problem) 

back-log  items  are 
reported  to  the 
Office  of  the 
Assistant  Secretary- 
Indian  Affairs  so  that 
appropriate  action  to 
correct  problems  can 
be  planned 

Review  Irngation 

Deputy  Commissioner 

Review  needs  to  be 

Accounting  encoding 

of  Indian  Affairs 

performed  by 

bottlenecks  at  the  Aree 

Division  of  Water 

Offices  and  recommend 

and  Land  Resources 

action 

which  has  two 
Irngation 

Accountants 
(Albuquerque  and 
Portland!  who  will 
perform  review  and 
make  the 
recommendations. 

The  Deputy  Commissioner 

Target  date  of  July  1,  1992, 

Assistant  Secretary- 

Rescinded  by  Task 

is  to  play  a  much  more 

was  established  for  turning 

Indian  Affairs;  Deputy 

Force. 

active  role  in  the 

over  operations  to  the 

Commissioner  of  Indian 

Comminee  now 

Management  Overeight 

Deputy  Commissioner  of 

AHairs 

inactive. 

Committee 

Indian  Affairs. 
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OmCE  OFTHE  COMMISSIONER 

.    ■  ■  ■■■    ■  ■■        ■•       ■■; 

i;ECQMME»a>ATtON 

ACTION  TO  KT*X»1 

«e$p<»tsi»iirY 

STATUS 

Implamant  anoodino 

Deputy  Commlasionar 

Approved  through 

oapabilitv  at  all  agency  and 

of  Indian  Affaire 

10  BIAM,  Bulletin 

•chool  location*  to  enable 

13,  iesued  10/19/92 

these  location*  to  encode 

for  Agencies.   BIAM 

data  for  payment*. 

Bulletin  for  Education   1 

obligation*,  and 

under  review  in             1 

correction*  (June 

Management                  II 

1992/Green  Bay  Meeting) 

Support.                         II 

Offica  of  Data  Syatams                                                                                                                                                    || 

Keep  (tafl  of  E  in  D.C. 

Review  1 30  DM  to  move 

Deputy  Commi**ioner 

Superseded  by 

headquarter*  functions  to 

of  Indian  Affairs 

Bureau's  Information 

Albuquerque  and  make  the 

Resources 

Washington  portion  of  the 

Menegement 

Office  a  liaison  organization 

initietive.  Task  Force 

only 

will  have  to 
reevaluate  when 
BIA's  plens  ere 
submitted  to  the 
Congress  for  IRM. 

Eliminate  28  poeitions  in 

Reviee  orgenizetional  chart  to 

Deputy  Commissioner 

Same  as  above. 

Policy  and  Planning  etaff 

aboliah  28  position* 

of  Indian  Affairs 

and  Division  of  ADP 

Management 

Move  management  of  the 

Reviee  1 30  DM  to  move 

Deputy  Commi**ioner 

Superseded  by 

office  to  Albuquerque 

management  responsibilitiss 

of  Indian  Affair* 

Bureau's  Informetion 

to  Albuquerque 

Resources 

Menegement 

initiative. 

National  Technical  Support  Cmnar  (NTSC) 

Integrate  Office  of  Data 

Develop  action  plan  for 

Deputy  Commi**ioner 

Superceded  by  the 

Syatem*  (ODSXD.C.I  with 

integration  to  include 

of  Indian  Affair* 

IRM  Plan.This  is 

NTSC,  Central  Office  We»t 

implementation  target  dataa. 

being  addressed  by 

(*ee  Ta*k  Force 

the  TQM  Team  that 

recommendation  in  the 

is  looking  at  IRM 

1991  Cumulative  Report). 

throughout  the  BIA. 
Jerry  Jaeger  bnefed 
Task  Force  11/92. 

Propoeel  eccepted  by 
Task  Force. 

Identify  NTSC  function* 

Deputy  Commiseioner 

Human  Resource 

that  can  be  moved  to 

of  Indian  Affair* 

Workloed  Analysis 

Agency  level  or  that  can 

This  is  also  being 

be  earned  out  in  a  more 

addressed  by  the 

direct  relationehip  with 

TQM  teem  that  is 

Agencie* 

looking  at  IRM 
throughout  the  BIA 
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■ 

OFFICE  OF  THE  COMMISSIONER 

1      nicohmimAvoH 

ACTICHK  TO  m.  TAKEN 

ResPonreiBury 

STATUS 

Complata  wortdosd 

Establish  plan  for  conducting 

Deputy  Comnrussioner 

Jerry  Jaeger  bnefed 

analyii*  on  NTSC  itaffing 

workload  analysis;  implement 

of  Indian  Affair* 

Task  Force  11/92. 

neods 

plan 

Detsrmins  placement  of 

Deputy  Commi**ioner 

Human  Reeource 

excel*  etaff  at  Agencie*  if 

of  Indian  Affair* 

Woricload  Analyei* 

needed  and  required 

This  is  being 
addressed  by  the 
TQM  team  this  is 
looking  at  IRM 

Develop  Local  Area 

This  could  be  part  of  the 

Deputy  Commi»»ioner 

Jerry  Jaeger  bnefed 

Network  (LAN)/ Wide  Area 

TQM  teem's  implementation 

of  Indian  Affairs 

Task  Force  11/92. 

Network  (WAN)  capability 

plan;  otherwise,  a  plan  needs 

Propoeal  accepted  by 

in  all  12  BIA  Areas  with  tie 

to  be  developed  by  the  NTSC 

Ta*k  Force. 

into  Tribee  and  local  or 

in  coordination  with  the  Area 

national  Indian  natural 

Offices,  Agency 

resource  support 

Superintendents  and  Tribes 

organizations  (such  as 

National  Indian  Agriculture 

Board! 

Transition  emphasis  from 

To  be  addressed  by  TQM 

Deputy  Commissioner 

Same  as  above. 

mainframe  to  local 

team  that  is  looking  at  IRM 

of  Indian  Affair* 

Agency,  Area  networking 

systems 

Expand  contracting  as 

Review  functions/  activities 

Deputy  Commissioner 

Contracting  has  been 

option  for  providing  NTSC 

of  NTSC  to  determine  which 

of  Indian  Affair* 

reduced,  not 

maintenance,  service/ 

could  be  contracted;  identify 

expar>ded. 

functions 

specific  needs;  advertise 
contract  and  award 

Integrate  NTSC  functions 

This  could  be  part  of  the 

Deputy  Commissioner 

FFS  served  by 

with  three  Accounting 

implementation  plan  the  TQM 

of  Indian  Affairs 

Geological  Survey. 

organizations.    (Irrigation 

team  develops  for  changes  to 

Irngation  and  Trust 

Accounting,  Accounting 

IRM  for  the  Bureau; 

fund*  are  cerved  by 

Management, Trust  Funds 

otherwrise  initiate  review  of 

NTSC. 

Management) 

which  functions  need  to  be 
integrated  and  implemented 

68-200  0-93—3 
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OmCE  OF  THE  COMMISSIONER 

1 

HCCOMWOajATKWI       | 

AcrtottTomx*mt    | 

:  «esi»<»ffii»urY  :  ; 

STATUS            1 

Identify  FMCC  function* 

Analyze  functiona/  activitie* 

Deputy  Commisaionar 

All  daciaiona  are  on 

that  can  be  moved  to 

now  performed  and  either 

of  Indian  Affaire 

hold  pending  final 

Agency  or  carried  out  in  a 

delegate  responaibillty  to  the 

decision  on  the              H 

more  direct  ralationahip 

field  or  attabli*h  prooea* 

reorganization  of           H 

with  Agancie* 

where  coordination  with  field 

COW.   Taak  Force        H 

is  enhanced 

vyanta  to  know  who     | 
is  doing  analysis  and 
what  sort  of  tribal 
participation  will 
occur.   It  is 
understood  that 
aeveral  other  tasks 
sat  forth  by  the  Tesk 
Force  must  be 
determined  in  order 
to  implement  any 
organizational 
changes  thet  will  be 
developed.                     || 

Expand  contracting  out  of 

Analyze  current  operations: 

Deputy  Commissioner 

No  Action  to  date. 

FMCC  function*  and 

e)q)and  where  poasible 

of  Indian  Affairs 

activities  in  638  and 

private  sector 

Abolish  Office  of  Con- 

Obtain Congressional 

Secretary 

Require* 

struction  Management  and 

concurrence  and  revise 

Taak  Force 

Congre**ional 

establish  Office  of 

appropriate  DM 

Action.  Taak  Force 

Facilities  Management 

will  pureue. 

under  the  OIEP 

Analyze  Albuquerque 

Conduct  analyaia 

Deputy  Commissioner 

Further  analyai* 

operation  to  determine 

of  Indian  Affairs 

needed.   Initial 
scoping  completed. 

how  many  currant 

functions,  position*,  and 

dollar*  can  be  tranafarrad 

to  the  field 

Analyze  po**ible  tranafer 

Analyze  functions/  activities 

Deputy  Commissioner 

Report  on  analysis 

of  FMCC  function*  to  OIEP 

now  performed  end  transfer 

of  Indisn  Affairs, 

preeented  to  the 

on  an  Area-by-Araa  baaia. 

those  functions  to  OIEP  or 

Director,  Office  of 

Taak  Force  on 

the  field 

Indian  Education 

11/18/92.   Taak 

Programs 

Force  delayed 
proposed  ection  until    0 
each  Aree  has  had        H 
time  to  respond.            || 
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OFFICE  OF  THE  COMMISSIONER 

SECOMME*iOATION 

ACTION  TO  K  TAKEN 

RESPOWSIBUTY 

STATUS 

Proceed  immediately  to 

. 

Conduct  analysis 

Deputy  Commissioner 

First  review 

accomplish  the  workload 

of  Indian  Affairs. 

completed.   Second 

analyeie  for  Iridian 

Director,  Office  of 

review  of  "13th" 

Education  Programs  as 

Indian  Education 

Area  concept 

recommended  by  the  Task 

Programs 

completed  and 

Force  in  January  1992 

presented  to  Task         11 

(June  1992  Green  Bay) 

Force  on  11/18/92. 
Task  Force  tabled 
proposed  resolution 
until  each  Area  hes 
had  time  to  respond. 

Determine  timely  tie-in  of 

Joint  planning  by  Division  of 

Deputy  Commissioner 

Rescinded  by  Task 

Safety  with  FMCC 

Safety  Management  and 

of  Indian  Affoirs 

Force  on  1 1  /20/92 

FMCC  for  safety  work  to  be 

due  to  the  need  for 

performed  at  BIA  facilities 

separation  of 
functions  to  ensure 
safety  in  operations. 

Tie-in  oraanizationaiiy  with 

Review  functions  at  all  three 

Deputy  Commissioner 

Rescinded  by  Task 

Transportation  and  Safety 

orgenizations;  determine 

of  Indian  Affairs 

Force  on  1 1  /20/92. 

where  coordination  (tie-ini 

See  above  box. 

can  best  take  place; 

eventually  reorganize  to 

reduce  eny 

duplication/overlap/ 

confusion  in  functions 

Determine  how  construc- 

Establish system  for 

Deputy  Commissioner 

The  backlog 

tion  and  meintenance 

determining  backlog  and 

of  Indian  Affairs 

situation  is  due  to 

backlog  will  be  addressed. 

what  is  causing  it;  develop 

the  lack  of  funding. 

Determine  backlog  and 

plan  to  correct  problem 

$500  million  is 

develop  plan  to  correct  the 

needed  to  clear 

problem 

backlog. 

OFFICE  OF  TRIBAL  SERVICE 

S 

Combine  Division  of 

Revise  1 30  DM  to  combine 

Deputy  Commissioner 

Human  Resource 

Housing  Services  with 

organizations 

of  Indian  Affairs 

Workload  Analysis 

Division  of  Social  Services 

Reduce  Housing  by  3 

Revise  organizational  chart  to 

Deputy  Commissioner 

Human  Resource 

positions 

abolish  3  positions 

of  Indian  Affairs 

Workload  Analysis 

Reduce  Social  Services  by 

Revise  »  ganizational  chart  to 

Deputy  Commissioner 

Human  Resource 

9  positions 

abolish  9  positions 

of  Indian  Affairs 

Workload  AnalyeiG 
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TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMMENDATIONS      || 

OFFICE  OF  THE  COMMISSIONER 

ntcotm'm>AntoH 

ACTION  TO  K  TAKOJ 

«esPc»tswLrTY 

j              STATUS 

DM*lon  of  Job  PUoMnont  and  Training 

Move  to  tha  Office  of 

Deputy  Commissioner 

Action  completed. 

Economic  Development 

of  Indian  Affairs 

Approved  by 

with  no  reduction  in 

(Carol  Bacon/Lynn 

Appropriations               1 

poeitiona  or  funding 

Forcia) 

Committees  to               1 
proceed  with 
implementation.  On 

10/23/92,  130  DM 

approved.  Staffing  of 
new  Office  is  in 
process. 

Diviaion  of  Law  Enforcamant  SarvkMa 

Determine  feasibility  of 

Review  functions.   Plan  for 

Deputy  Commiesioner 

130  DM  in  process. 

consolidation  of  Marijuana 

implementing  the  Law 

of  Indian  Affairs 

Personnel  on  site 

Eradication 

Enforcement  line  authority 

now.    12/26/92 

Reconnaissance  Team 

could  include  consolidation  of 

terget  date  for 

(MERT)  with  Training 

these  functions  at  a  single 

implementation. 

Academy 

location 

Establish  line  authority  for 

Review  functions.   Plan  for 

Deputy  Commissioner 

130  DM  in  process. 

Division  of  Law 

implementing  the  Law 

of  Indian  Affairs 

12/26/92  target  date 

Enforcement  Services 

Enforcement  line  authority 

for  implementation. 

(April  1992  Albuquerque 

could  include  consolidation  of 

Meeting) 

these  functions  at  a  single 

Task  Force  is  to  review 

location.   Submit  proposed 

the  reorganization  proposal 

130  DM  package  to  Task 

for  implementing  Law 

Force  for  review  and 

Enforcement  line  authority 

recommendations  to 
Congrees 

Diviaion  of  Tribal  Gevarnmant  Sarvicaa 

Retain  4  positions  to 

Prepare  revised  organizational 

Deputy  Commissioner 

Human  Resource 

handle  policy 

chart  to  eliminate  any  over 
the  4  recommended 

of  Indian  Affairs 

Workload  Analysis 

Program  work  in  review  of 

Modify  130  DM  functional 

Deputy  Commissioner 

Human  Resource 

Tribal  enrollment  issues, 

atatement  to  eliminete 

of  Indien  Affairs 

Workload  Analysis 

constitutional 

operational  responsibilities 

amendments.  ar>d 

secretarial  elections  would 

be  done  by  the  field. 

Eliminate  18  poaitions 

Revise  organizational  chart  to 

Deputy  Commissioner 

Human  Resource 

abolish  18  positions 

of  Indian  Affairs 

Woriiload  Analysis 

No  change  to  the  Branch 

No  action  required 

of  Acknowledgement  and 

Research 
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TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMMENDATIONS 
OFRCE  OF  THE  COMMISSIONER 

RECO»«WO©ATtON                 ACTION  TO  K  TAKEN 

RESPONSieiUTY 

STATUS 

OFFICE  OF  TRUST  RESPONSIBILITIES 

No  change 

No  action  required 

SiMcial  Pniuctt  Staff 

Eliminate  organization 

Prepare  1 30  DM  modification 
to  abolish  the  organization 

Deputy  Commissioner 
of  Irujian  Affairs 

Human  Resource 
Workload  Analysis 

Diviakin  of  Fnancial  Aaaiatanca 

Move  to  Office  of 
Economic  Development 

Action  completed  on  revision 
to  1 30  DM  to  effect  this 
change;  approved  by 
Approphatione  Committees 
to  proceed  with 
implementation 

Deputy  Commissioner 

of  Indian  Affaire 

(Pat  Hayes/Lynn  Forcia) 

Organizational  Chart 
signed  and  approved 
10/23/92.    Personnel 
actions  proceeding. 

Dhriaion  of  RaaJ  Satatt  Sarvicw 

Eliminate  3  positions  in  the 
Branch  of  Technical 
Services 

Prepare  revised  organizational 
chart  to  abolish  3  positions 

Deputy  Commissioner 
of  Indian  Affairs 

Human  Resource 
Workload  Analysis 

Eliminate  2  positions  in  the 
Branch  of  Appraisals  and 
Planning 

Prepare  revised  organizational 
chart  to  abolish  2  positions 

Deputy  Commissioner 
of  Indian  Affairs 

Human  Resource 
Workload  Analysis 

Eliminate  3  positions  in  the 
Branch  of  Estates  and  Title 
Research 

Prepare  revised  organizational 
chart  to  abolish  3  positions 

Deputy  Commissioner 
of  Indian  Affairs 

Human  Resource 
Workload  Analysis 

Program  Coordination  Staff 

No  change 

No  action  required 

Diviaion  of  Energy  and  Minwala                                                                                                                                              1 

Eliminate  1  D.C.  position 
and  move  it  to  Colorado 

Prepare  revised  organizational 
chart  to  show  1  position 
eliminated  at  WasNngton, 
D.C,  and  1  added  at 
Colorado 

Deputy  Commissioner 
of  Indian  Affairs 
(Pat  Hayes) 

No  Action  to  date. 

Division  of  Forosvy 

Elinriinate  6  positions 

Prepare  revised  organization 
chart  to  abolish  6  positions 

Deputy  Commissioner 
of  Indian  Affairs 

Human  Resource 
Workload  Analysis 
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TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMM SEDATIONS 

OFRCE  OF  THE  COMMISSIONER 

l-i«KM#»Ha«MTK»«       i^^^A^                                           «eSl»WtSWUTY       j 

STATUS 

DMaion  el  Tranaportation 

Request  Dtvieion  of 

Mandate  report  to  be 

Deputy  Commissioner 

NO  ACTION.  Report 

Transportation  submit  a 

submitted 

of  Indian  Affairs 

fias  not  yet  been 

report  on  anticipated 

submitted  to  the 

problems  associated  with 
obligating  new  funds  in  a 

Task  Force.   Task 

Force  recommended 

timely  manner 

BIA  have  a 
contingency  plan  to 
handle  road 
cor>struction 
contracts  to  include 
force  account  work 
and  look  at 
possibilities  of 
wavier  of  Indian 
preference  and  638 
contracting  if 
problems  arise  in 
funding  Indian 
contractors. 

Look  at  accuracy  of  data 

Prepare  report  which  details 

Deputy  Connmissioner 

Study  specified  by 

in  the  three  fectors  in  the 

the  three  items  of  data  used; 

of  Indian  Affairs 

Surface 

formule  for  distributing 

submit  to  Tribes  and  Agency 

Transportation  not 

funds  (Land  Base, 

Superintendents  for 

completed. 

Population,  Miles  of 

information  and  verification 

Existing  Roads). 

of  data 

Ensure  obligation  of  FY- 

Ectablish  objective  for 

Deputy  Commissioner 

Projects  prioritized 

1993  funds  ar«d  address 

Division  of  Transportation 

of  Indian  Affairs 

by  Tribes.   Funds 

project  backlog 

that  requires  that  both  the 

available  October  92. 

back-log  be  address  and  that 

Backlog  being 

FY- 1993  funds  are 

addressed  with 

expeditiously  obligated 

increased  funding. 

Determine  funds  and 

Conduct  study  to  determine 

Deputy  Commissioner 

Additional  national 

positions  to  be  moved  to 

funds  and  positions  to  be 

of  Indian  .•^airs 

programs  within  new 

the  field 

moved  to  ttte  field 

Highway  Bill  requires 

additional  staff. 
Workload  Analysis. 

Review  for  more  timely 

Joint  planning  by  Division  of 

Deputy  Commissioner 

Rescinded  by  Task 

integration  with  Safety 

Safety  Management  and 
Division  of  Transportation  for 
safety  work  to  be  performed 
which  affects  the  Division  of 

of  Indian  Affairs 

Force  on  1 1/20/92. 

Transportation  activities 
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TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMMENDATIONS 

OFFICE  OF  THE  COMMISSIONER 

RECOK»/IEN0ATI0N 

ACTION  TO  K  TAKEN 

RESPONSiaUTY 

STATUS 

Examine  feasibility  of 
integration  with  FMCC  and 
Safety 

Review  functions  at  all  three 
organizations;  determine 
where  coordination  (tie-in) 
can  best  take  place; 
eventually  reorganize  to 
reduce  any 
duplication/ovariap/ 
confusion  in  functions 

Deputy  Commissioner 
of  Indian  Affairs 

Rescinded  by  Task 
Force  on  11/20/92. 

Determine  causels)  of 
bottle-necke  in  tfie 
obligation  of  project  funds 

Analyze  backlogs  (bottle- 
necks); determine  methods 
for  overcoming;  establish  and 
implement  plan 

Deputy  Commissioner 
of  Indian  Affairs 

Ongoing. 

Bottlenecks  taken 
care  of  through 
realignment  of  staff 
in  the  field.  99%  of 
92  funds  obligated  - 
93's  obligations  on 
schedule 

Examine  expanded 
contracting  of  Central 
Office  Transportation 
functions  and  activities  in 
botfi  private  sector  and 
under  638 

Review  activities;  expand 
contracting  where  possible 

Deputy  Commissioner 
of  Indian  Affairs 

Follow-up  needed  by 
BIA. 

Look  at  need  for  Central 
Office  review  of  Archi- 
tectural and  Engineering 
(A&E)  work  performed  in 
the  field  -  eliminate 

Analyze  current  process  used 
so  that  duplication  can  be 
eliminated 

Deputy  Commissioner 
of  Indian  Affairs 

Central  Office  only 
monitors  activities  in 
these  areas.  No 
action  taken  to 
review  further. 

duplication 

DIVISION  OF  WATER  AND  L 

AND  RESOURCES 

Eliminate  2  positions  in 
Branch  of  Agriculture 

Prepare  revised  organizational 
chart  to  abolish  2  positions 

Deputy  Commissioner 
of  Indian  Affairs 

Human  Resource 
Workload  Analysis 

Eliminate  1  position  in 
Branch  of  Rsh.  Wildlife 
and  Recreation 

Prepare  revised  organizational 
chart  to  abolish  1  position 

Deputy  Commissioner 
of  Indian  Affairs 

Human  Resource 
Wortdoad  Analysis 

No  change  in  Branch  of 

No  action  required 

Irrigation 
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TRACKING  SYSTEM  FOR  TASK  f=ORCE  RECOMMENDATIONS 
OFRCE  OF  THE  COMMISSIONER 

«ECOWME»»ATIO«                 ACTION  TO  KTAJCEN                 «eSi>ONSI»UTY 

STATUS 

Offica  of  Trust  Funds  Managamam                                                                                 , 

Tho  Deputy  Commissioner 
is  to  play  a  much  more 
active  role  in  the 
Management  Oversight 
Committee 

Deputy  Commissioner 
of  Indian  Affairs 

Transfer  of 
supervision 
accomplished; 
Deputy 

Commissioner  of 
Indian  Affairs  has 
one  Staff  Assistant 
in  DC  to  work  with 
and  monitor  Office 
of  Trust  Funds 
Management. 

Examine  the  role  of  Indian 
Trust  Funds  Monitoring 
Association  (ITMA) 
Make  ITMA  a  part  of  Task 
Force  process 

Tribos/Task  Force 

Tribes  which 
established  this 
group  would  have  to 
make  the  review; 
suggestion  was 
made  that  the  Task 
Force  Work  more 
closely  with  the 
ITMA.  Task  Force 
passed  resolution 
making  ITMA  a  Work 
Group  of  the  Tosk 
Force.  Similar  action 
by  ITMA  required. 

Submit  reorganization 
proposal  to  ITMA 

Deputy  Commissioner 
of  Indian  Affairs 
(Harriet  Brown/Jim 
Parris) 

Completed;  ITMA 
agreed  to 

rostructuring,  but  not 
to  additional 
positions;  Task  Force 
approved 
reorganization. 
Appropriations 
Committees 
approved  in  FY  1993 
appropriations.  130 
DM  drafted,  under 
internal  BIA  review. 

Develop  computerized 
system  for  Tribes  to 
access  information  on 
investment  of  truet  funds 

Deputy  Commissioner 
of  Indian  Affairs 
(Jim  Parris) 

System  is  reported 
up  and  operating. 

Develop  newsletter 

Deputy  Commissioner 
of  Indian  Affair* 
(Jim  Parris) 

First  and  second 
issues  have  been 
published  and 
distributed. 
Newsletter  will  be 
published  quarterly. 
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TRACKING  SYS  i  EM  FOR  TASK  FORCE  RECOMMENDATIONS 

OFRCE  OF  THE  COMMISSIONER 

SECOfcWIEWATION 

ACTION  TO  K  TAKEN 

1         RESPONSieiLTPr 

STATUS 

IdenlifY  Trust  Funds 

Wortdoad  analysis  mandated 

Deputy  Commissioner 

Workload  analysis 

Management  functions 

by  Task  Force  approval  of 

of  Indian  Affairs 

completed  and  under 

that  can  be  moved  to 

organizational  change  may 

review  by  OMB/AS- 

Agency  level  or  carried  out 

identify  some 

lA.    130  DM 

in  a  more  direct 

functions/acQvities  that  are 

changes  needed. 

relationship  with  Agencies 

applicable  to  this 
recommendation;  if  not, 
continuing  review  of 
activities  should  be  made  a 

part  of  an  objective  for  the 

Office  of  Trust  Funds 

Management 

RaeomiiMndatians  for  0 

varal  C«fl«al  Offica  Wast  Structi 

mm 

Clarify  and  update 

Revise  current  organizational 

Deputy  Commissioner 

Subject  to  further 

orgaruzational  structures 

charts  and  functional 

of  Indian  Affairs 

review.    On  hold 

of  Central  Office  West 

statements,  submit  for 

(Each  supervisor  of 

depending  on  how 

Deputy  Commissioner 

COW  units) 

COW  wilt  be 

approval;  implement 

reorganized. 

Revise  functional 

Revise  current  functional 

Deputy  Commissioner 

Subject  to  further 

sutements  to  properly 

statements  for  both  CO-DC 

of  Indian  Affairs 

review.    On  hold 

define  policy  roles  and 

and  COW  organizations  to 

(Each  Office  Director) 

depending  on  how 

responsibilities  of  CO-DC 

make  this  distinction;  submit 

COW  will  be 

ar^  program  operation  of 

changed  functional 

reorganized. 

COW 

statements  for  approval 

Review  CFR  and  BIAM 

This  was  assigned  to  the 

Task  Force  Woric 

Contingent  on  how 

documents  for  needed 

BIAM/CFRAJSC  Wortt  group 

Group:  Central  Office 

BIAM  is  organized. 

revisions 

of  the  Task  Force  when  the 

Directors 

Task  Force  must  bo 

group  was  established;  need 

informed  of 

to  have  each  Program  Office 

parameters  of 

Director  also  establish  a 

reviews  and  who's 

review  process 

going  to  be  involved. 

Comply  with  CFR  and 

Establish  control  systems 

Deputy  Commissioner 

No  information  has 

BIAM  in  operations 

that  identify  deviations  from 

of  Indian  Affairs 

been  presented  to 

CFR  and  BIAM  requirements; 

the  Task  Force  yet. 

develop  measures  for  taking 

corrective  action  whan 

deviations  occur 

Establish  Associate 

Prepare  130  DM  modification 

Deputy  Comrrvssioner 

Subject  to  further 

Commissioner  of  Indian 

to  consolidate  all  Central 

of  Indian  Affairs 

review.   Task  Force 

Affairs  to  be  located  in 

Office  West  organizatiorts 

be  informed  of 

Albuquerque  and  to 

under  a  single  supervisor; 

parameters  of  review 

supervise  Central  Office 

prepare  position  description; 

and  who's  going  to 

West  organizations 

recruit 

be  involved. 
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TRACKING  SYSTEM  FOR  TASK  FORCE  RECOMMENDATIONS      || 

OFRCE  OF  THE  COMMISSIONER 

REC<»««*«>ATt<W 

ACT»0«  TO  K  TAKEN 

UEswmsiauTY 

STATUS 

IdarTtify  contdidation  of 

Incorporate  this  review  in  the 

Deputy  Commissioner 

Item  Nos.  1  and  3  to 

related  branches 

planrvng  process  of 

of  Indian  Affairs 

be  covered  by 

1 .)    Accounting 

preparation  of  tfie  1 30  DM 

WorUoad  Analysis. 

Functions 

that  consolidates  all  COW 

Item  No.  2  rescinded 

2.)    Construction 

operations  under  an 

by  Task  Force. 

(FMCC  and 

Associate  Commissioner  of 

Transportation) 

Indian  Affairs 

and  Safety 

Functions 

3.)    Natural 

Resources 

Functions 

Examine  Washington, 

Conduct  analysis  of  CO  - 

Deputy  Commissioner 

Human  Resources 

D.C.,  functions  related  to 

D.C.  organizations  and 

of  Indian  Affairs 

Workload  Analysis. 

Central  Office  West 

functions  to  determine  which 

functions  for  possible 

are  related  and  therefore 

consolidation 

subject  to  consolidation 

Identify  Central  Office 

Conduct  analysis  of  functions 

Deputy  Commissioner 

Human  Resources 

West  functions  that  can  be 

performed;  determine  which 

of  Indian  Affairs 

Workload  Analysis. 

moved  to  the  Agency 

can  be  moved  to  the  Agency 

level;  or  be  operated  in  e 

and  which  can  be  operated 

mere  direct  relationship 

from  COW  in  a  more  direct 

with  the  Agencies 

relationship  with  the  agencies 
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7.   Office  of  Trust  Funds  Management  (OTFM) 

In  nnid-1992,  the  Task  Force  and  the  Intertribal  Monitoring  Association 
(ITMA)  formed  an  alliance  to  facilitate  the  process  of  bringing  the  various  federal 
agencies  that  impact  trust  fund  and  trust  asset  management  together  to  begin 
to  resolve  issues  in  a  coordinated  fashion.  Several  joint  meetings  have  taken 
place  including  an  historic  joint  Task  Force,  ITMA,  Congressional,  Office  of 
Management  and  Budget  (0MB),  DOI,  BIA,  Treasury  Department  and  Policy, 
Management  and  Budget  (PMB)  session  facilitated  by  Senator  Inouye. 
Congressional  hearings  have  also  taken  place  w\th  regard  to  the  continuing 
efforts  on  the  reconciliation  process,  the  trust  funds  management  strategic  plan, 
and  trust  asset  management  issues. 

The  BIA,  ITMA,  and  Task  Force  are  currently  engaged  in  a  joint  effort  to 
rewrite  the  draft  "Strategic  Plan  for  Trust  Funds  Management"  that  the  Assistant 
Secretary  sent  to  the  Tribes  for  comment  in  August  of  1 992. 

The  ITMA,  Task  Force,  BIA,  and  the  Department  of  the  Interior  have 
initiated  a  process  by  which  issues  pertaining  to  trust  asset  management  will 
begin  to  be  resolved.  This  effort  developed  from  a  recognition  that  resolution  of 
accounting  and  accounting  systems  issues  must  be  accompanied  by 
improvement  of  the  management  of  the  trust  assets  that  contribute  to  the  trust 
fund  accounts.  This  trust  asset  management  improvement  effort  has  come  to 
be  known  as  Phase  II,  and  the  consensus  is  that  it  must  be  undertaken 
concurrent  with  the  reconciliation  and  audit  phase.  A  work  group  approach  will 
be  utilized  for  this  effort.  The  work  groups  will  consist  of  Tribal,  BIA,  and  DOI 
personnel  who  will  address  such  areas  as  realty  management,  mineral  resource 
management,  timber  management,  and  surface  leasing.  The  membership  of 
these  working  groups  and  the  process  to  be  used  are  being  formulated  at  the 
present  time. 

The  following  table  displays  the  result  of  this  joint  Task  Force,  ITMA,  and 
BIA  planning  effort.  It  was  developed  to  enumerate  the  short-term  projects 
required  by  the  Office  of  Trust  Funds  Management,  to  establish  accountability 
for  action  by  assigning  tasks  to  individual  managers,  and  to  set  dates  for 
completion  of  activities.  The  table  also  provides  an  on-going  assessment  tool  for 
determining  the  extent  to  which  the  plan  is  being  executed. 
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TRACKING  SYSTEM  FOR  OFFICE  OF  TRUST  FUNDS  MANAGEMENT 
FY  1992  SHORT-TERM  PROJECTS 


OFFICE  OF  TRUST  FUNDS  MANAGEMENT 

FISCAL  YEAR  1 992  SHORT  TERM  PROJECTS 

imtAi 

«evtsEo 

coMPunrK»»  - 

wwjecT 

IWMWTTmJE 

TA«agT 

TARSET 

DATt 

MANAQCR 

ROKtARlCS    . 

1  A.  Provide  IIM 

04/10/92 

04/10/92 

Gray 

Training 

Forward  Reconciliation 

completed  and 

Training 

handbooks 
provided. 

2A.  Alternative 

09/30/92 

Kallerup 

6%  completed. 

U   Investment  Services 

Draft  Letter 
prepared.  Seeking 
[TMA  &  Field 
input 

2B.  Recalculate  IIM 

04/30/92 

09/30/92 

Childs/ 

Awaiting  data 

Interest  Factor 

Ramirez 

review  by  field 

2C.  Evaluate  method 

04/30/92 

deferred 

Gray 

Being  considered 

for  calculation  and 

for  assignment  to 

overnighters 

Contractor 

distribution  of  interest 

2D.  One-time 

03/30/92 

08/15/92 

Childs 

76%  completed. 

distribution  Oil  &  Gas 

Contract 

Royalty  interest 

awarded,  work 
completed  for 
Anadarko  on 
6/23/92.  Six  other 
Areas  on  schedule 

2E.  Reclaim  canceled 

07/31/92 

open 

Gary 

10%  completed. 

IIM  Checks  from 

Claim  to  Treasury 

Treasury 

denied.  Scope  of 
work  being 
discussed  with 
OTFM  contractor 

3A.  Migrate  IIM 

12/31/92 

Childs/  Stocks 

60%  completed. 

program  application 

Eight  Areas 

fromBISOOto  A10 

completed, 
Muskogee  in 
process. 
Aberdeen, 
Billings,  and 
Anadarko  Areas 
have  deleyed 
because  of  lease 

distnbution 

issues. 
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OFFICE  OF  TRUST  FUNDS  MANAGEMENT 
FISCAL  YEAR  1 992  SHORT  TERM  PROJECTS 

PROJECT  TITIE 

wrrwt 

TARGET 

REVISED 
TARGET 

COMPl^TtON 
DATE 

ffiOjeCT 
MANAGER 

REMARKS 

3B.  GL/IIM  Interface 

09/30/92 

Childs 

40%  completed. 
Phase  1 

completed,  GL/IIM 
in  operation. 
Phase  II.  IIM/GL 
on  schedule. 

3C. 1081 

Reconciliation  Phase  1 
Phase  II 

03/31/92 

12/31/92 

01/31/92 

Childs 

Phase  1  is 
Completed. 
Phese  II  is  75% 
completed. 

3D.  BIA  printing  and 
mailing  Project 

07/31/92 

12/31/92 

Ramirez/ 
Socks 

Anadarko  and 
Muskogee 
complete,  other 
sites  scheduled. 

3E.  Enhanced 
Investment  System 

07/31/92 

9/30/92 

Kellarup 

90%  completed. 
Phase  II,  contract 
modification 
submitted  for 
additional  time 
and  funds  to  DO 
in  April,  not 
signed. 

4A.  Investment 
Advisory  Group 

06/30/92 

09/30/92 

Kellerup 

0%  completed. 
Require  additional 
staff  to  initiate 
concept. 

4B.  Quarteriy 
Newsletter 

01/30/92 

01/30/92 

Weller 

First  and  second 
issues  published. 
Issue  quarterly. 

4C.  Develop 
Management 
Monitoring  Tools 

06/30/92 

08/31/92 

Childs 

66%  completed. 
Procurement 
request  made 
4/92  to  AAO  for 
project  workbench 
software.  AAO 
issued  purchase 
order  on  7/8/92 

4D.  Review  policies, 
CFRs 

On-Going 

Farmer 

This  is  not  a 
project  but  an  on- 
going operation. 
This  will  not  be 
listed  after  1992. 

4E.  Workload 
Analysis/Field 
Evaluation 

9/30/92 

12/31/92 

Reed 

0%  completed. 
Need  Additional 
staff  to  initiate 
and  monitor. 
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OmCE  OF  TRUST  aiNDS  MANAGEMENT 
FISCAL  YEAR  1 992  SHORT  TERM  PROJECTS 

WOJECTTITlf 

mrtAi 

TARGET 

TAftoer 

COMPtETtON 
tJATt 

wiojecT 

H&MUKS 

4F.  Update  Area  Trust 
FurKls  Accountant  PD 

04/30/92 

07/31/92 

Reed 

B0%  complsted. 
PD  submitted  (or 
classification 
6/26/92 

4G.  Develop 
Recruitment  Plan 

06/30/92 

09/30/92 

Reed 

Using  current 
AAO  pereonnel 
process. 
Recruiting 
instructions  are 
defined  for  eech 
POB 

4H.  Annual  Training 
Plan 

02/29/92 

09/30/92 

Reed 

10%  completed. 
PropoBel  being 
developed  using 
recently  acquired 
informetion. 

41.  Train  Area  Trust 
Funds  Accountants 

11/18/91 

11/18/91 

Yepa 

Completed 

4J.  Training 

Investment 

Coordinators 

6/30/92 

12/31/92 

Kallerup 

80%  completed. 
Bureau-wide 
training  is  being 
plenned.  In  the 
interim,  orvsite 
training  is 
conducted  at 
Tribal/Arae 
request.  Six 
seeeions  provided 
to  date. 

._.. 

OfvGoing 

Parhs 

Quality 

Council 

Continuing 
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AREA  AND  AGENCY  REORGANIZATION 

PART  A:     INTRODUCTION 

One  of  the  overriding  objectives  of  the  Tribes  in  requesting  that  the  BIA 
be  reorganized  is  to  restructure  BIA  Area  and  Agency  Offices  commensurate 
with  the  needs  of  the  Tribes.  To  meet  this  objective,  the  Task  Force  initiated  a 
process  that  allowed  each  Tribe  the  opportunity  to  submit  reorganization  plans 
for  both  their  Area  and  Agency  Offices.  In  facilitating  this  process,  the  Task 
Force  developed  ideal  agency  organizational  charts,  cost  analysis  tables, 
implementation  procedures  and  checklists.  The  Task  Force  has  also  identified 
two  Areas  (Albuquerque  and  Sacramento)  as  pilot  projects. 

Development  of  Area  and  Agency  plans  is  not  simple.  Consideration  must  be 
given  to  the  complicated  relationship  between  an  Area  Office  and  its  Agencies. 
Any  plan  created  to  restructure  Agency  Offices  must  take  into  account  the  Area 
Office's  resources,  staffing  and  authorities.  Further,  the  effect  of  the  new 
Agency  plan  on  the  other  Agencies  in  the  Area  must  also  be  reviewed.  This 
effort  requires  the  cooperation  of  all  the  Tribes  involved  as  well  as  the  Bureau 
Area  Office  and  Agency  employees. 

To  initiate  the  reorganization  process,  the  Task  Force  suggested  that  the 
Tribes  in  each  respective  BIA  Area  determine  whether  their  Area  Office  should 
become  a  Regional  Technical  Service  Office  or  a  Regional  Line  Office.  Area 
Tribes  will  determine  the  role  of  each  restructured  Area  Office. 

The  Sacramento  plan  has  been  endorsed  by  the  Task  Force  to  be  sent  to 
the  Secretary  and  the  Congressional  Appropriations  Committees  for  their 
approval  prior  to  implementation.  The  Albuquerque  Area  Tribes  will  soon  finalize 
their  plans  and  will  proceed  with  submission  for  implementation  and  approval. 
Both  plans  call  for  a  phased  implementation  approach  designed  to  realign  and 
maximize  resources,  functions  and  authorities  now  available,  or  ultimately  to 
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become  available,  at  the  Area  and  Agency  levels.  The  Implementation  phase  will 
be  a  multi-year  process.  Each  Area  plan  will  contain  a  time  frame  established  by 
the  Tribes  for  implementing  the  changes. 

This  Chapter  reviews  the  tools  the  Task  Force  has  furnished  the  Tribes 
and  the  Bureau  in  order  for  them  to  reorganize  their  Area  and  Agency  Offices. 
A  section  is  provided  on  the  status  of  each  Area's  reorganizational  plan.  The 
Albuquerque  and  Sacramento  pilot  projects  are  summarized  for  the  reader's 
review.  A  tracking  system  for  restructured  Agency  plans  is  provided  at  the  end 
of  this  chapter. 

PART  B:     Task  Force  Process  Used  To  Develop  Reorganization  Plans 

1 .   Proposed  Task  Force  Ideal  Agency  Conceptual  Plans 

To  help  facilitate  the  creation  of  agency  plans,  the  Task  Force  developed 
two  versions  of  an  ideal  Agency  Conceptual  Model.  Both  versions  accommodate 
single  and  multi-Tribal  Agencies.  The  purpose  of  these  ideal  Agency  Conceptual 
plans  was  to  generate  ideas  and  provide  general  guidance  conducive  to 
producing  Agencies  meeting  the  needs  of  each  Tribe.  Each  Tribe  will  ultimately 
decide  how  their  Agency  Plan  will  be  designed  and  implemented. 

CONCEPTUAL  MODEL 
Single  and  Multl  •  Tribe  Agencies 


Potion  No.  1 


Option  No.  2 


CRIM.    INVEST. 


SUPERINTENDENT 


ASST.  SUPER.  AOMIN. 


-       FINANCE 


-      PERSONNEL 
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2.   Creation  of  Reorganization  Plans  and  Implementation 

The  Task  Force  adopted  a  Model  Agency  Plan  Checklist  and  an 
Area/Agency  Implementation  Process.  The  checklist  provided  an  inventory  of 
those  topics  the  Task  Force  felt  that  an  Agency  plan  should  encompass  to 
provide  the  greatest  chance  for  implementation.  The  implementation  process  is 
basically  a  suggested  procedure  for  the  Tribes  to  use  in  developing  their  Area 
and  Agency  plans.  This  procedure  essentially  allows  the  Tribes  an  opportunity 
to  determine  what  their  current  Area  Office  has  to  offer  in  the  way  of 
authorities,  functions,  resources  and  staffing  in  order  to  decide  upon  the  extent 
to  which  these  items  can  be  moved  to  the  Agency  level.  Based  upon  this 
analysis,  the  restructured  Agencies  could  then  be  developed  and  finalized. 

Presently,  many  Agency  plans  have  been  submitted  for  the  record  (see 
Part  F).  However,  most  of  these  plans  do  not  contain  the  in-depth  analysis  of 
their  Area  Offices  needed  to  truly  make  the  plans  work.  After  completion  of  this 
analysis,  the  plans  are  to  be  finalized  in  a  manner  compatible  to  a  phase-in 
approach  justifying  any  proposed  increases  in  resources.  The  implementation  of 
the  Area  and  Agency  plans  will  occur  over  a  period  of  years. 

Generally,  the  Task  Force  has  identified  three  phases  required  for  the 
implementation  of  Area  and  Agency  Plans: 

Phase  I:  All  authorities  that  are  transferable  to  existing  and  reorganized 
Agencies  will  be  done  immediately  including  P.L.  93-638  contract 
authority.  On  November  19,  1992,  the  Deputy  Commissioner  - 
Indian  Affairs  signed  BIAM,  Bulletin  13,  which  redelegated  a 
number  of  authorities  to  the  Agency  Superintendent.  Those 
authorities  prohibited  by  statute  or  regulation  from  being 
redelegated  were  not  transferred.  On  November  5,  1992,  the 
Deputy  Commissioner's  Office  began  an  implementation  process  for 
moving  authority  for  non-procurement  self-determination  contracts 
to  the  Agency  level. 

Phase  II:  Requires  an  analysis  to  be  done  of  the  current  and  proposed  Area 
Office  structure,  resources  and  authorities  in  order  to  determine 
which  can  be  transferred  to  the  Agency  based  upon  such  analysis. 

Phase  III:  Encompasses  the  presentation  of  appropriations  requests  to  the 
Congress  for  implementation  of  the  final  Area  and  Agency 
reorganization  plans  that  require  additional  resources. 
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PART  C:     COLLATERAL  INITIATIVES 

There  are  several  Task  Force  initiatives  presently  occurring  in  conjunction 
with  the  development  of  the  Area  and  Agency  plans.  The  Task  Force  envisions 
that  these  collateral  initiatives  will  not  pose  a  problem  in  the  development  of  the 
plans.  The  collateral  initiatives  are: 

Delegations  of  Authority:  As  stated  previously,  the  Deputy  Commissioner  had 
signed  BIAM,  Bulletin  13,  and  began  the  process  of  moving  those  authorities  to 
the  Agency  level  that  are  not  prohibited  by  statute  or  regulation  from  being 
redelegated.  The  authorities  granted  to  Agency  Superintendents  by  Bulletin  1 3 
should  not  pose  a  problem  for  the  Superintendents  who  inherit  the  increased 
responsibilities  under  any  reorganized  Agency  plan.  Restructured  Agency  plans 
may  very  well  call  for  the  authorities  already  granted  by  Bulletin  13.  If  such 
plans  call  for  authorities  which  have  not  been  granted  by  the  Bulletin  due  to 
statutory  or  regulatory  prohibitions,  the  Task  Force  will  identify  such  laws  and 
rules  for  amendment  to  allow  the  authorities  to  be  redelegated. 

Education  Reorganization  Plans:  Many  Tribes  have  education  reorganization 
plans  for  their  education  line  offices.  The  Task  Force  has  endorsed  the  full 
implementation  of  P.L.  95-561,  which  calls  for  education  to  receive  its  own 
administrative  support  services  and  facilities  management.  The  Task  Force  has 
taken  the  position  that  full  implementation  of  P.L.  95-561  should  not  have  major 
adverse  impacts  on  the  balance  of  the  Bureau  and  must  be  implemented  with  the 
full  cooperation  of  the  balance  of  the  Bureau  and  the  Office  of  Indian  Education 
Programs.  The  Task  Force  has  requested  that  each  Area  analyze  administrative 
support  services  and  facilities  management  that  can  be  transferred  to  education. 
The  Task  Force  will  also  review  these  Area  analyses  to  determine  whether  the 
granting  of  administrative  support  services  and  facilities  management  can  be 
accomplished  on  an  Area  by  Area  basis. 

BIAM.  CFR.  USC:  Changing  the  BIAM,  CFR  and  USC  in  relation  to  the 

Restructured  Agency  Plans  is  also  being  studied.  10  BIAM,  Bulletin  13, 
redelegated  numerous  authorities  to  the  Agency  level.  However,  many 
delegations  were  withheld  due  to  prohibitions  in  the  law  or  regulations.  Should 
a  Tribe  want  an  authority  at  the  Agency  level  which  is  prohibited  by  law  or 
regulation,  the  prohibition  must  be  identified  by  the  Tribe  and  recommended  for 
modification  by  the  Task  Force. 

Budget  Process:        The  new  system  will  take  several  years  to  implement  but 
many  features  were  incorporated  into  the  formulation  of  the  FY  94  budget. 
When  developed,  the  Tribal  Budget  System's  Standard  Assessment  Methodology 
will  provide  the  identification  of  resources  needed  for  implementation  of  the 
Restructured  Agency  Plans  during  their  phase-in  process. 
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Internal  BIA  Initiatives:  The  Deputy  Commissioner  of  Indian  Affairs  and  the 
Assistant  Secretary  -  Indian  Affairs  continue  to  make  what  are  deemed  internal 
administrative  changes  within  the  Bureau.  Although  not  considered 
reorganizations,  these  administrative  changes  may  affect  how  an  Agency  will 
operate  in  the  future.  For  example,  an  Agency  Plan  may  require  modification  to 
ensure  compatibility  with  any  corrections  made  in  the  Trust  Funds  Management 
Program.  The  BIA  knows  that  other  on-going  internal  initiatives  may  be  adjusted 
in  the  future  to  accommodate  the  reorganization  goals  such  as  decentralization, 
streamlining,  flexibility  and  consolidation. 

Central  Office  West:  There  may  be  many  functions  now  carried  out  by  Central 
Office  West  (COW)  which  could  properly  be  conducted  at  the  Tribe/Agency  level 
or  in  a  more  direct  relationship  with  the  Agency  Offices  and  Tribes.  The  Task 
Force  has  recommended  that  functions  now  occurring  at  Central  Office  West  be 
identified  for  possible  redelegation  to  the  Tribe/Agency  level.  An  identification 
of  those  functions  which  can  be  carried  out  in  a  more  direct  relationship  with  the 
Agencies  will  be  completed,  and  a  new  mode  of  operating  these  COW 
organizations  may  affect  Agency  plans.  Restructured  Agency  Plans  may  have 
to  be  modified  in  the  future  to  exercise  such  functions. 


PART  D:  TRIBAL  INITIATIVES 

The  Indian  Self-Determination  Act  permits  Tribes  to  administer  Bureau 
programs  under  contractual,  grant,  or  self-governance  compact  arrangements. 
The  extent  to  which  Tribes  assume  responsibility  for  administering  Bureau 
programs  will  have  an  impact  on  the  structure  proposed  for  the  Areas  and/or 
Agencies  serving  those  Tribes.  In  the  Eastern  Area,  for  example,  the  majority  of 
the  Tribes  already  administer  all  Bureau  programs  under  638  contracts  with  a 
direct  relationship  with  the  Area  Office.  Since  these  Tribes  are  not  served  by  an 
Agency,  the  individual  Tribal  Chairpersons  have  a  program  administration  role 
similar  to  that  of  the  BIA  Agency  Superintendent.  Area  Office  restructuring 
plans  will  therefore  reflect  a  different  channel  of  communication  between  the 
Bureau  and  these  Chairpersons  than  other  Areas  may  describe. 

In  the  case  of  Self-Governance  Tribes,  a  direct  relationship  exists  between 
the  Tribe  and  the  Central  Office's  self-governance  staff.  The  Area  Offices  within 
which  these  Tribes  are  located  may  be  organized  to  permit  direct  access  to 
technical  assistance  staff  or  they  may  be  organized  to  require  communication 
from  the  Agencies  to  the  Area. 
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PART  E:     STATUS  OF  AREA  REORGANIZATION  PLANS 

The  reorganization  of  the  twelve  BIA  Area  Offices  are  at  various  degrees 
of  completion.  The  Tribes  in  some  Areas  are  close  to  finishing  their  plans  while 
other  Tribes  have  not  formally  decided  upon  what  concept  to  utilize  for  their 
Area  Offices.   Following  is  a  brief  status  of  the  Area  plans  to  date: 

ABERDEEN  AREA: 

o  No  formal  plan  has  been  adopted  by  the  Tribes  in  the  Aberdeen 
Area. 

o  Information  from  the  Aberdeen  Area  Director  indicates  that  the 
Area  will  become  a  Regional  Technical  Service  Office. 

ANADARKO  AREA: 

o  The  Tribes  in  the  Anadarko  Area  have  submitted  a  plan  calling  for 
a  Regional  Technical  Service  Office. 

o  The  Regional  Technical  Service  Office  will  provide  information, 
training,  recommendations  and  advice  to  the  Agencies. 

ALBUOUERQUE  AREA: 

o  The  Albuquerque  Area  Tribes  have  adopted  the  concept  of  a 
Technical  Assistance  Center  for  their  Area  Office. 

o  The  Area  Office's  resources,  staffing,  functions  and  authorities 
were  examined  for  determining  which  can  be  moved  to  the 
Agencies. 

o  An  overall  Area/Agency  reorganizational  plan  is  very  near 
completion  with  formal  submission  for  implementation  scheduled 
for  early  1993. 

BILLINGS  AREA: 

o  The  Tribes  are  still  deciding  upon  whether  their  Area  Office  should 
become  a  Regional  Technical  Service  Office  or  a  Regional  Line 
Office. 

o         No  official  Area  Office  plan  has  been  submitted  for  the  record. 
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EASTERN  AREA: 

o  Most   of   the   functions    of   the    Eastern    Area    Office    are    now 

contracted. 

o  The  Tribes  have  submitted  a  formal  plan  for  proposed  changes  to 
their  Area  Office  for  reorganization.  The  plan  calls  for  the 
restructural  office  to  operate  on  a  combined  Regional  Technical 
Service  Office  and  Regional  Line  Office  basis. 

JUNEAU  AREA: 

o  No  formal  plan  for  the  Area  Office  has  been  submined  for  the 
record. 

o  Due  to  the  number  of  Tribes  in  the  Juneau  Area,  a  paper  has  been 
submitted  called  the  "Overview  and  Analysis  of  the  B.I. A. 
Organization  in  Alaska"  which  gives  an  overview  of  how  change  in 
Alaska  should  take  place. 

MINNEAPOLIS  AREA: 

o  The  Tribes  in  the  Minneapolis  Area  will  meet  in  January  1993  to 
begin  to  develop  a  plan  for  the  Area  Office  reorganization. 

o  Indications  are  that  the  Minneapolis  Area  Office  will  become  a 
Regional  Line  Office. 

MUSKOGEE  AREA: 

o  No  formal  plan  for  the  Area  Office  has  been  submitted  for  the 

record. 

o  Preliminary  suggestions  are  that  the  Tribes  in  the  Muskogee  Area 
are  leaning  towards  creating  a  Regional  Technical  Service  Office. 

NAVAJO  AREA: 

o  The  Navajo  Nation  is  continuing  the  process  of  a  three-part  model 
plan  which  provides  for  an  integrated  strategy  between  the 
Agencies  and  the  Area  Office. 

o  The  plan  delineates  which  authorities  will  be  redelegated  to  the 
Agencies  and  which  authorities  will  be  the  responsibility  of  the  Area 
Office.  The  Navajo  Area  Office  would  become  a  Regional  Line 
Office. 
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o  The  Navajo  Nation  has  requested  and  the  Navajo  Area  and  the 

Office  of  Indian  Education  Programs  are  implementing  the  transfer 
of  administrative  support  services  to  Education. 

PHOENIX  AREA: 

o         The  Phoenix  Area  has  not  submitted  a  plan  for  the   Area  Office. 

o  An  inventory  of  the  Area  Office  was  conducted  by  the  Intertribal 
Council  of  Arizona.  This  inventory  detailed  the  functions,  staffing, 
funding  and  authorities  nov\/  contained  at  the  Area  Office  in  order 
for  Area  Office  and  Restructured  Agency  Plans  to  be  developed. 

o  Another  venture  called  the  Nevada  Demonstration  Project  is 
currently  underway.  This  project  is  aimed  at  improving  the  BlA's 
service  delivery  at  both  the  Agency  and  the  Area  levels. 

SACRAMENTO  AREA: 

o  The  Tribes  in  the  Sacramento  Area  have  completed  the 
reorganization  plan  for  their  Area  Office. 

o  The  plan  calls  for  both  a  Regional  Technical  Service  Office  and  a 
Regional  Line  Office. 

o  The  Area  is  renamed  the  "California  Regional  Training  and  Technical 
Assistance  Center"  under  the  plan. 

o  The  Task  Force  has  voted  to  endorse  this  plan  which  now  must  be 
submitted  to  the  Secretary  of  the  Interior  and  the  Appropriations 
Committees  of  the  Congress  for  approval. 

o  Work  load  analysis  must  be  conducted  prior  to  implementation  of 
any  phase  of  the  plan.  Additional  funding  and  staffing  will  be 
required  to  implement  the  Agency  plans. 

PORTLAND  AREA: 

o  No  formal  plan  for  the  Portland  Area  has  been  submitted  for  the 
record. 

o  Preliminary  indications  are  that  the  Tribes  in  the  Portland  Area  are 
leaning  towards  creating  a  Regional  Line  Office. 
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An  Area  level  listing  of  functions  which  can  be  exercised  by  each 
progrann  located  at  the  Area  Office  has  been  submitted  to  the  Task 
Force. 


PART  F:     AREA  PILOT  PROJECTS 

1 .   Albuq  :erque 

The  Albuquerque  Area  was  chosen  by  the  Task  Force  as  one  of  two  Areas 
Identified  as  pilot  projects.  The  Tribes  in  the  Albuquerque  Area  have  worked 
with  the  Albuquerque  Area  Office  and  Agencies  to  develop  an  overall  Area  plan. 
This  plan  will  not  only  serve  as  a  model  for  the  rest  of  the  country,  but  will 
create  a  process  that  the  Tribes  in  other  Areas  can  use  in  creating  their  own 
reorganized  Area  Offices. 

The  Tribes  in  the  Albuquerque  Area  have  decided  to  reorganize  their  Area 
Office  into  a  Regional  Technical  Service  Office  by  taking  a  process  oriented 
approach.  The  basic  premise  is  that  this  approach  is  going  to  be  Tribally  driven 
with  the  Tribes  making  the  decisions  on  what  functions  the  Agency  Offices  will 
assume.  In  order  for  the  Tribes  to  make  the  best  decisions  they  could,  a 
database  was  formed  consisting  of  functions,  workload  analyses,  staffing, 
resources  and  authorities  located  at  the  Area  Office. 

Once  the  information  in  the  database  was  given  to  the  Tribes,  the  Tribes 
made  their  decisions  on  what  Area  functions  they  wanted  to  assume  at  their 
Agencies.  These  decisions  resulted  in  Agency  Action  Plans  designed  to  provide 
the  Tribes  with  the  services  they  need  and  a  restructured  Area  Office  that  will 
be  a  Regional  Technical  Service  Office.  The  concept  of  the  proposed 
Albuquerque  Regional  Technical  Service  Office  is  shown  in  the  following  chart: 

ALBUQUERQUE  REGIONAL  TECHNICAL  SERVICE  OFFICE 

CXMCEPTUAL  MCDEL 


REGIONAL 
MANAGER 

ASSISTANT  MANAGER 
PROGRAMS 

ASSISTANT  MANAGER 
ADMINISTRATIVE  SERVICES 

TECHNICAL  SUPPORT 
PROGRAMS 

ADMINISTRATIVE  SUPPORT 
SERVICES 
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The  process  undertaken  by  the  Albuquerque  Area  Tribes  also  resulted  In 
the  development  of  an  Area-wide  action  plan.  This  action  plan  contains  three 
phases: 

Phase  1:  Encompasses  those  Area  functions  that  can  be  assumed 
currently  by  the  Agency  with  present  Agency  resources, 
provided  the  authority  to  exercise  such  functions  is  given  to 
the  Agency. 

Phase  2:  Requires  a  realignment  of  Area  functions.  Basically,  this 
phase  calls  for  Area  functions,  which  are  needed  by  an 
Agency,  to  be  assumed  by  that  Agency  along  with  the 
Area's  resources  that  currently  carry  out  the  functions. 

Phase  3:  Additional  resources  must  be  located  in  order  to  fully 
implement  the  reorganization  plan. 

The  transition  from  the  current  Area  Office  to  a  Regional  Technical  Service 
Office  will  be  dictated  by  the  decisions  made  at  the  Tribe/Agency  level.  Phase 
I  will  initiate  the  establishment  of  the  Albuquerque  Regional  Technical  Service 
Office. 

2.   SACRAMENTO 

The  Tribes  in  the  Sacramento  Area  have  finished  the  development  of  their 
reorganized  Area  and  Agency  plans.  The  Task  Force  has  passed  a  Resolution 
endorsing  Sacramento's  Reorganization  Plan  and  has  recommended  to  the 
Secretary  of  the  Interior  and  the  Appropriations  Comminees  of  the  Congress  that 
the  plan  be  implemented. 

Currently,  the  Sacramento  Area  is  composed  of  three  Agencies,  two  field 
offices,  and  the  Area  Office  headquarters.  The  main  thrust  of  the  Sacramento 
Area  plan,  in  line  with  Task  Force  principles,  Is  to  move  as  much  authority  and 
resources  to  the  Agency  level  as  possible. 

Major  emphasis  in  restructuring  the  Area  Office  was  placed  on  the 
consolidation  of  twelve  separate  branches  into  three  major  divisions.  The  three 
major  divisions  are:  1)  the  Division  of  Trust  Resources  and  Economic 
Development;  2)  the  Division  of  Indian  Programs;  and  3)  the  Division  of 
Management  and  Administration.  The  concept  is  to  build  training  and  technical 
assistance  teams  from  within  each  division  which  the  Agencies  can  access  in 
order  to  meet  Agency  training  and  technical  assistance  requests.  The  concept 
is  based  upon  the  premise  that  applicable  delegations  of  authority  for  program 
operations  will  be  made  to  the  Agency  Superintendents. 
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Under  the  proposed  plan  (structure  pictured  below),  the  consolidation  of 
the  twelve  separate  branches  into  three  major  divisions  will  require  the 
establishment  of  an  Assistant  Regional  Director  for  each  of  the  divisions  who  will 
report  through  the  Deputy  Regional  Director  to  the  Regional  Director.  The 
Regional  Director  will  retain  line  authority  over  the  Agency  Superintendents 
which  is  in  compliance  with  the  requests  of  the  Tribes. 


CALIFORNIA  REGIONAL  TECHNICAL  ASSISTANCE  AND  TRAINING  CENTER 


ASSISTANT  DIRECTOR 
TRUST  t   ECOMCMIC  DEV. 


REGIONAL  DIRECTOR 


DEPUTY  REGIONAL 
DIRECTOR 


ASSISTANT  DIRECTOR 
INDIAN  PROGRAMS 


ASSISTANT  DIRECTOR 
MANGT.  i,   ADMIN. 


N.  CAL.  AGCT. 


PAC.  CST.  AGT. 


CENT.  CAL.  AGT. 


PALM  SPGS.  ACT. 


S.  CAL.  AGCY. 


The  first  phase  of  the  Sacramento  Area  plan  requires  a  restructuring  of 
resources,  both  staffing  and  dollars,  which  will  result  in  less  Area  Office  program 
control  and  management  and  more  training  and  technical  assistance.  This  is 
proposed  to  cost  an  estimated  $950,000.  Excess  staffing  and  funding  will  be 
moved  to  the  Agencies.  The  second  phase  requires  additional  dollars  to  hire 
extra  staff  and  increase  levels  of  training  and  technical  assistance.  The  third 
phase  requires  further  funding  for  supplementary  staff  to  expand  the  concept  of 
training  and  technical  assistance  to  meet  most  of  the  requests  from  the  Agencies 
within  the  region.  Prior  to  implementation,  a  workload  analysis  will  be 
conducted  in  conjunction  with  the  workload  analysis  being  conducted  for  the 
Central  Office  which  is  scheduled  to  be  completed  no  later  than  September  30, 
1993. 


PART  G:     STATUS  OF  AGENCY  PLANS 


Numerous  Restructured  Agency  Plans  were  submitted  for  the  record  after 
the  Task  Force  invited  the  Tribes  and  Agencies  to  restructure  their  Agencies. 
Many  Tribes  may  now  want  to  refine  their  Agency  plans  in  line  with  the  process 
the  Albuquerque  and  Sacramento  Tribes  underwent  in  order  to  prepare  their 
plans  for  actual  implementation.  Tribes  also  must  reach  a  consensus  on  how  to 
reorganize  their  Area  Offices. 
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The  Ideal  Agency  Staffing  Organization  Structures  will  be  submitted  to  the 
Task  Force  for  review  and  approval  as  a  complete  package  to  include  Area  Office 
Organization  and  Staffing  Structure,  Area  Office  designation  (Regional  Technical 
Service  Office  or  Regional  Line  Office),  increased  budget  required,  and  Tribal 
support  by  resolution  or  letter. 

A  tracking  system  for  Agency  plans  was  developed  by  the  Task  Force. 
The  tracking  system  includes  columns  which  show  the  action  being  taken  on  the 
plans  by  the  Tribe(s),  Task  Force,  DOI,  and  the  Appropriations  Committees 
needed  for  implementation.  Tracking  actions  on  each  Agency  Plan  will  enable 
the  Task  Force  to  lend  its  support  to  Tribes  that  believe  that  approval  or 
Implementation  phases  are  not  proceeding  as  expected.  The  system  is  shown 
on  the  following  pages. 
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TRACKING  SYSTEM  FOR  RESTRUCTURED  AGENCY  PLANS 

HISTORY  OF  PtAN 

IMPLEMENTATION 

AGE»Knr 

Idsai 

Aonncv 

Included  in 

Area/AoeocY 
Pianning 
Packaae 

Approved 

Phase 

1 

Phase 
II 

Phase 
III 

Ften 

Submitted 

Tf 

oot 

CO 

/M>0rdeen  ArM 

Cheyenne  River 

No 

Crow  Creek 

No 

Flandreau  Field  Station 

No 

Fort  Berthold 

No 

Fon  Totten 

No 

Lower  Brule 

No 

Pine  Ridge 

No 

Rosebud 

No 

Sisseton 

No 

Standing  Rock 

No 

Tuale  Mountain 

No 

Winnebago 

No 

1                Yankton 

No 

Afi>iKpj«r()UB  Ar«a 

Jicarilla 

Yes 

Yes 

Laguna 

Yes 

Yes 

Mescalero 

Yes 

Yes 

Northern  Pueblos 

Yes 

Yes 

Ramah  Navajo 

Yes 

Yes 

Southern  Pueblos 

Yes 

Yes 

Southern  Ute 

Yes 

Yes 

Ute  Mountain  Ute 

Yes 

Yes 

The  legend  for  the  "History  of  Plan'  column  is  as  follows: 

TF  =  Task  Force  DOI  =  Department  of  the  Interior  CG  =  Congress 
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TRACKING  SYSTEM  FOR  RESTRUCTURED  AGENCY  PLANS            || 

AQENCY 

WSTORY  OF  PUN 

IMPLEMENTATION 

Agsncy 
Pten 

St^>f  fitted 

teciodedm 

^«a/Ao«flcy 

Pteniiffw 

Packaoe 

^)prov«d 

Phase 
1 

Phase 
tl 

Phase 
til 

TF 

OOt        C<3 

1                    Zuni 

Yes 

Yes 

1                                                                  JknmimkaArM 

Anadarko 

Yes 

No 

Concho 

Yes 

No 

Horton 

Yes 

No 

Pawnee 

Yes 

No 

Shawnee 

Yes 

No 

KBing«  Atm 

Blackfeet 

Yes 

No 

Crow 

Yes 

No 



Fort  Belknap 

Yes 

No 

Fort  Peck 

Yes 

No 

Northern  Cheyenne 

Yes 

No 

Rocky  Boy's 

Yes 

No 

Wind  River 

Yes 

No 

Eatttm  Area 

Cherokee 

Yes 

Yes 

Choctaw 

Yes 

Yes 

New  York  Field  Station 

Yes 

Yes 

Seminole 

Yes 

Yes 

,..„,,„..,,..,,.,                                                                    ,,    ,  JUIMWUAWI                                    

Anchorage 

No 

Bethel 

No 

The  legend  for  the  "History  of  Plan"  column  is  as  follows: 

TF  =  Task  Force  DOI  =  Department  of  the  Interior         CG  =  Congress 
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-        TRACKING  SYSTEM  FOR  RESTRUCTURED  AGENCY  PLANS           | 

WSTORV  OF  HAfi 

IMPUEMB^TATION        | 

AGB^rtr 

Icba! 
Aooncy 

tndudsdw 
AfMi/Ao«ncy 

Packaoo 

A«)rov«l 

Pti»U)      Phase 
1              it 

Ift 

1 

yp 

OCH 

CO 



Fairbanks 

No 

Nome 

No 

Southeast 

Not  applicable  -  Self-Governance  Compact  negated  need  for  this  Agency. 

lt/D(m«apofi«  AfM 

Great  Lakes 

Yes 

No 

Michigan 

Yes 

No 

Minnesota 

No 

- 

Red  Lake 

Yes 

No 

Sac/Fox  Field  Station 

Yes 

No 

Muskog««  Atm 

Chickasaw 

Yes 

No 

Miami 

Yes 

No 

Okmulgee 

Yes 

No 

Osage 

Yes 

No 

Tahlequah 

Not  applicable  -  Self-Governance  Compact  negated  need  for  this  Agency.       | 

Talihina 

Yes 

No 

Wewoka 

Yes 

No 

HtMtfO  ArM 

Chinle 

Yes 

No 

Eastern  Navajo 

No 

Fort  Defiance 

No 

Shiprock 

No 

Western  Navajo 

Yes 

No 

The  legend  for  the  "History  of  Plan"  column  is  as  follows: 

TF  =  Task  Force  DOI  =  Department  of  the  Interior         CG  =  Congress 
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TRACKING  SYSTEM  FOR  RISTRUCTURED  AGENCY  PLANS           | 

AGENCY 

HJSTOSY  OF  PUVN 

INB>LEM»rrA'nON 

Aoeocy 

Pten 
Submitted 

Inciudedin 

Afea/A8«ncy 
Ptonnino 
Packane 

Approved 

Phase      Phase       Phase 
1              It             til 

TF 

OOI 

C<3 

fhOai^  A/«»                                       :™VKS:;-:;K;SWij!;;;,^^^^^^                                                               -j 

Colorado  River 

Yes 

No 

Eastern  Nevada 

No 

Fort  Apache 

Yes 

No 

Fort  Yuma 

No 

Hopi 

Yes 

No 

Papago 

No 

Pima 

No 

Salt  River    " 

No 

San  Carlos 

Yes 

No 

S.  Paiute  Field  Station 

No 

Truxton  Canon 

No 

Uintah  and  Ouray 

Yes 

No 

Western  Nevada 

No 

Portiund  ATM                                                                            j 

Colville 

Yes 

No 

Flathead 

Yes 

No 

Fort  Hall 

Yes 

No 

Chiloquin  Sub-Station 
(Chiloquin  Agency) 

Yes 

No 

Makah 

Yes 

No 

Metlakatia  Field  Office 
j          (Annette  Island 
1                Agency) 

Yes 

No 

Northern  Idaho 

Yes 

No 

The  legend  for  the  "History  of  Plan"  column  is  as  follows: 

TF  =  Task  Force  DOI  =  Department  of  the  Interior         CG  =  Congress 
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TRACKING  SYSTEM  FOR  RESTRUCTURED  AGENCY  PLANS           || 

AGENCY 

HISTORY  OF  PtAN 

IMPLEMENTATION 

ideal 

Agency 

PJan 

Submitted 

Included  in 

Af«a/Ao«ncY 

Plannmg 

Package 

Approved 

Phase 

Phase 
tt 

Phase 
til 

TF 

001 

CO 

Olympia  Penninsula 

Yes 

No 

Spokane 

Yes 

No 

Siletz 

(Western  Oregon 

Agency) 

Yes 

No 

Puget  Sound 

Yes 

No 

Umatilla 

Yes 

No 

Warm  Springs 

Yes 

No 

Yakima 

Yes 

No 

Sacramsnto  Area 

Central  California 

Yes 

Yes 

V 

Northern  California 

Yes 

Yes 

V 

Pacific  Coast 

Yes 

Yes 

V 

Palm  Springs 

Yes 

Yes 

V 

Southern  California 

Yes 

Yes 

V 

The  legend  for  the  "History  of  Plan"  column  is  as  follows: 

TF  =  Task  Force  DOI  =  Department  of  the  Interior         CG  =  Congress 
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EMPLOYEE  PERFORMANCE 

AND 
ATTITUDES 

PART  A:     INTRODUCTION 

The  BIA,  like  any  organization,  has  many  quality  employees.  The  BIA  also 
has  poor  performers  and  does  not  deal  effectively  with  them.  BIA  employee 
attitudes  and  performance  are  a  major  concern  of  many  Tribes.  Reorganization 
will  fail  unless  negative  attitudes  and  unacceptable  performance  are  reversed. 

Good  people  will  make  almost  any  structure  succeed.  Poor  performers  will 
cause  the  failure  of  even  the  best  designed  organization.  People  make  an 
organization  succeed,  not  its  organizational  design.  If  this  reorganization  effort 
simply  puts  the  same  poor  performers  in  different  boxes  on  an  organizational 
chart  without  demanding  a  change  in  attitudes,  behavior  and  performance,  the 
entire  effort  will  be  meaningless.  As  one  Tribal  Chairman  stated,  "Rotating  the 
same  old  bald  tires"  is  not  a  viable  option  to  those  Tribal  Leaders  committed  to 
reforming  the  Bureau's  organization. 

Ample  public  testimony  has  been  given  to  the  Task  Force  regarding  this 
concern.  Indeed,  a  perception  exists  among  Tribes  that  attention  to  the 
problems  identified  with  employee  attitude  and  performance  must  be  solved  even 
if  the  Task  Force's  recommended  structural  and  management  system  changes 
are  rejected.  In  its  1991  Cumulative  Report,  the  Task  Force  made  numerous 
recommendations  that,  if  implemented,  would  help  alleviate  the  problem.  These 
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recommendations  are  repeated  irr  the  following  table  to  emphasize  their 
importance  to  the  overall  Task  Force  effort. 

Also,  the  tribal  leaders  and  the  BIA  have  embarked  on  an  effort  to  begin  to 
identify  issues  and  problems  related  to  the  management  of  personnel  within  the 
BIA.  This  will  involve  identifying  issues  and  developing  strategies  pertaining  to 
recruitment,  retention,  training,  discipline  and  discharge  of  employees  within  the 
Bureau  system.  This  also  ties  in  with  the  present  "Total  Quality  Management" 
initiative  within  the  Bureau  which  focuses  on  improved  service  delivery  to  the 
tribes  and  Indian  individuals. 


TRACKING  SYSTEM  FOR  PERFORMANCES  AND  ATTITUDES                                     || 

RECOMMENDATIONS 

1 ' 

ACTION  TO  BE  TAKEN 

RESPONSIBILITY 

STATUS 

Amend  the  Indian 
Reorganization  Act  of 
1934,  Section  12.  to 
provide  that  the  waiver 
of  Indian  Preference 
may  apply  to  norv 
Indian  applicanta  who 
are  Bureau  employees. 

Submit  legislative  proposal 
to  Congress  for  action 

Task  Force 

Rescinded  by  Task  Force. 

Develop  an  aggreseive 
and  effective  recruiting 
campaign  to  attract 
qualified  Indian 
candidates. 

Deputy  Commissioner 

Recruitment  video  made  and 
sent  to  Areas  for  their  use. 
Personnel  at  Central  Office 
attending  High  School  open 
houses,  etc.    Ongoing  TOM 
team  and  Human  Resources 
Management  function. 

Ectabliah  a  profeaaional 
certification  program 
and  require  incumbents 
to  pass  certification 
requirements  within  ■ 
specific  time  frame. 

Deputy  Commissioner 

No  action  to  date. 

Accelerate 

development  for  all  BIA 
employees. 

Deputy  Commissioner 

Personnel  Management 
corrwnitted  and  will  be 
addressing  issues. 

Include  Tribes  in  the 
appraisal  process,  both 
evaluation  of  key 
employees  and 
standard  setting,  to 
ensure  that  the  Tribes' 
needs  are  identified 
and  are  being  served. 

Deputy  Conrvnissioner 

The  Solicitor  has  given  an 
opinion  that  it  is  not  legal 
for  Tribes  to  evaluate 
employee  performance,  but 
they  may  participate  in 
setting  performance 
standard*. 

68-200  0-93  —  4 
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TRACKING  SYSTEM  FOR  PERFORMANCES  AND  ATTITUDES                                       | 

RECOMMENDATIONS 

ACTION  TO  BE  TAKEN 

RESPONSIBILITY 

STATUS 

Include  Tribes  in 
•etting  vieion  and 
mieeion  atatemente  to 
ensure  that  they  are 
consistent  with  Tribal 
statements. 

Superintendents,  Area 
Directors  working  with 
Tribal  Chairman/ 
Councils. 

BIA  developed  official 
mission  statement  which 
was  used  in  budget 
submission  and  submited  to 
the  Task  Force  at  its  1 5th 
meeting  in  Gallup. 

Develop  e  specific 
communication 
package  for  all  BIA 
employees  to  ensure 
that  vision,  mission 
and  goals  are  known, 
understood  and 
accepted. 

Deputy  Commissioner 

Posters  and  brochures  have 
been  pnnted  and  have  been 
disseminated  to  all  Areas 
and  Agencies. 

Recognize  the  complex 
nature  of  the  "Trust 
Management"  within 
the  Bureau  and 
develop  a  training 
program  specific  to 
that  responsibility. 

Deputy  Commissioner 

Plans  being  developed 

Reonent  pay  plans  and 
appraisal  systems  to 
pay  employees  in 
relation  to  perfonnance 
to  the  Tribes,  not  in 
relation  to  duties 
which  are  external  to 
providing  Tribal 
service. 

Task  Force  to  prepare 
appropnete  legislative 
package. 

No  Action  taken. 

Eliminate  automatic 
step  increases.   Award 
increases  based  on 
performance,  i.e. 
"Satisfactory",  minimal 
increase,  "Above 
Satisfactory",  1  step 
increase, 

"Outstanding",  2  step 
increase. 

Requires  legislation  to 
change  Civil  Service  Pay 
System. 

Deputy  Commissioner 

No  Action  taken. 

Develop  an  external 
communications  plan 
to  counteract  negative 
media  relations  and 
initiate  press  releases 
designed  to  celebrate 
BIA  successes. 

Deputy  Commissioner 

Will  refocus  activities  of  the 
Public  Information  Staff. 
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TRACKING  SYSTEM  FOR  PERFORMANCES  AND  ATTITUDES                                     || 

RECOMMENDATIONS 

ACTION  TO  BE  TAKEN 

RESPONSIBILITY 

STATUS 

Adminittsr  'Indian 

Grva  aalacting  managars  a 

Secretary,  Solicitor, 

No  Action  taken. 

Prefarenca*  in  a 

complata  hat  of  candidate*. 

AS-IA.   PerhapeTaak 

mannar  thai  givas 

Force 

Indiana  prafaranca,  but 

At  anothar  option,  chooaa 

doas  not  praclude 

the  beet  qualified  candidate 

hiring  mora  qualifiad, 

baaed  on  a  point  rating 

outatanding  non-Indian 

aystem  that  givee  bonue 

candidatac. 

pointa  to  Indian  candidates. 

(imilar  to  the  method  of 

giving  point*  to  veteran*. 

In  the  event  of  a  tia. 

chooaa  the  candidate  with 

Indian  Preference. 

Review  all  jobs  to  make 

certain  that  qualification 

requirements  are  adequate 

and  accurate  in  relation  to 

job  duties. 

Develop  apacific  training 

program*  to  a**ist 

candidates  and  accelerate 

their  learning  curve. 

Exarciae  the  existing  right 

to  waive  IrKJian  Prafaranca 

with  Tribal  approval  if 

nacaaaary  to  hire  a  cleariy 

more  qualified  candidate. 

Develop  an  aggressive  and 

affective  recruiting 

campaign  to  attract 

qualifiad  Indian  candidate*. 

Apply  all  the  above  criteria 

to  existing  non-Indian  BIA 

employees  to  ensure  their 

upward  mobility. 

Requires  Legislative  Action. 
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TRACKING  SYSTEM  FOR  PERFORMANCES  AND  ATTITUDES 

ACTION  TO  BE  TAKEN 

RESPONSIBILITY 

STATUS 

Discipline  poor 

Bagin  with  realistic 

Deputy  Commissioner 

Ongoing.    Already  part  of 

psrformsrs. 

performance  evaluations. 

the  Performance  Appraisal 

The  currant  evaluation 

system.     Need  to 

process  overrates 

emphasize  proper 

employees.   Hold  'leveling' 

performance  standards  and 

sessions  with  bosses  to 

proper  appraisal  of 

make  sure  a  realistic 

employee  performance 

number  of  performers  are 

against  those  star)dards 

evaluated  as  'satisfactory' 

with  appropriate  action 

and  that  all  supervisors  use 

taken  when  performance 

the  same  evaluation 

does  not  meet  standards. 

criteria. 

Train  all  managers  on  how 

to  administer  progressive 

discipline. 

Provide  counseling 

resources  in  Personnel  to 

assist  Mrith  difficult  cases. 

Provide  an  Employes 

Assistance  Plan  (EAPI  to 

provide  help  for  employees 

faced  with  outside  personal 

problems  that  are 

detracting  from  their  job 

performance. 

Establish  minimum 

standards  of  cor>duct  in 

areas  such  as  attendance 

and  tardiness  and  enforce 

those  standards  uniformly 

throughout  the  Bureau. 
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THACKING  SYSTEM  FOR  PERFORMANCES  AND  AmTUDES 

RECOMMENDATIONS 

ACTION  TO  BE  TAKEN 

RESPONSIBILITY 

STATUS 

Elirnnats  political 
•ppointset  in  tha  BIA 
in  ordar  to  bnng  about 
tha  continuity 
nacaatary  for 
auccaaaful 
performanca.    For 
1   axampla,  this  ic  the 
1  third  raorganization 
1   affort  ainca  1979. 
Each  naw  Incunnbant 
brings  a  naw  aganda. 
\Mth  atabia  laadarahip 
wa  would  hava 
raorganized  tha  Buraau 
long  ago.   As  it  is, 
raorganization  is  a 
revolutionary  process 
not  an  evolutionary 
process  as  it  should 
be.   (A  stable 
Commissioner's  Office 
organized  as 
recommended  in 
Section  2  will  help  to 
achieve  this.) 

Requires  legislative  change 
to  remove  Commiaaioner 
(the  only  political  position 
within  the  BIA)  from  the 
political  appointment 
procaaa. 

No  action  taken. 

Professionally  address 
BIA  systems  planning 
and  mechanization 
needs.   Present  these 
needs  to  tha 
Department  of  Interior 
to  obtain  BIA's 
appropriate  share  of 
Automated  Data 
Processing  funding. 

Deputy  Commissioner, 
Jerry  Jaeger,  TQM 
Champion  for  IRM 

Already  in  the  IRM  plan. 
Will  need  additional  funds. 
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RECOMMENDATIONS 


Implement  e  program 
within  the  Bureau  to 
train  managere  on  the 
behavior*  necessary 
for  them  to  succeed 
and  for  the  Bureau  to 
succeed  overall. 
These  behaviors  and 
attitudes  should  be 
ingrained  through 
management 
interventions  such  as 
business  case  studies, 
and  other  workshops. 
No  employee  should 
wonder  what 
behaviors  are 
acceptable  or 
unacceptable.    If  the 
organizational 
"climate"  can  be 
defined  well  enough, 
employees  will  either 
model  their  behevior 
after  it  or  feel 
uncomfortable  enough 
to  seek  employment 
elsewhere. 


Form  a  Human 
Resource  Task  Force 
to  address  all  of  the 
transition/implemerv 
tation  issues  raised 
above.   A  definite  plan 
is  needed  now,  not 
only  in  the  area  of 
Human  Resources,  but 
for  the  entire  Bureau. 


ACTION  TO  BE  TAKEN 


RESPONSIBILITY 


Deputy  Commissioner 


STATUS 


Included  in  BIA  Human 
Resources  Management 
Plan. 


Deputy  Commissioner 


BIA  has  established  a 
Human  Resources 
Management  Committee. 
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BUDGET  PROCESS 


PART  A:     INTRODUCTION 

The  need  for  budget  reform  in  the  Bureau  of  Indian  Affairs  dates  back  over 
two  decades.  Since  announcement  of  the  Indian  Self-Determination  Policy  in 
1970  and  initiation  of  the  "Tribe/Agency"  component  of  the  budget  in  the  mid 
1 970's,  little  change  had  occurred  in  the  methods  by  which  the  Bureau  of  Indian 
Affairs  land  the  Indian  Health  Service)  developed  their  budgets.  Frequently, 
tribal  input  was  at  best  "token"  input,  the  amounts  and  number  of  programs 
subject  to  tribal  priority  setting  were  seriously  eroded,  and  the  budgets 
forwarded  to  Congress  each  year  failed  to  address  Tribal  needs  or  priorities 
adequately. 

Now,  however,  many  Tribes  have  taken  over  BIA  and  IHS  operations 
under  Self-Determination  Contracts  as  a  consequence  of  improved  Tribal 
Government  operations.  The  past  20  years  have  seen  the  development  of  vital 
Tribal  Government  management  and  administrative  capacities.  A  major  portion 
of  Federal  services  to  Indians  are  presently  being  delivered  through  local  Tribal 
Governments. 

The  budget  reform  effort  of  the  Task  Force  seeks  to  build  a  system  based 
on  Tribal  participation  and  the  Government-to-Government  relationship  between 
the  United  States  and  Tribes.  With  the  support  of  this  relationship  by  the 
Congress  and  each  successive  Administration,  success  of  the  budget  reform 
appears  plausible. 
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PART  B:     TRIBAL  BUDGET  SYSTEM 

1 .  Congressional  Mandate  for  Budget  Reform 

Congress  recognized  that  the  budget  process  in  the  BIA  was  not  meeting 
the  needs  of  the  Tribes.  At  the  time  the  Reorganization  Tasl<  Force  was 
established,  the  BIA  was  under  a  Congressional  mandate  to  address  budget 
reform.  The  Joint  Tribal/BIA/DOl  Advisory  Task  Force  on  Bureau  of  Indian 
Affairs  Reorganization  undertook  this  effort  because  budget  reform  was 
obviously  a  critical  element  of  decentralizing  decision-making  in  the  BIA. 

Beginning  in  January  of  1991,  the  Task  Force  developed  preliminary 
recommendations  that  involved  moving  control  of  the  vast  majority  of  BIA 
programs  to  the  local  level.  This  would  provide  Tribal  input  in  the  entire  budget 
formulation  process  and  ensure  that  Tribes  were  able  to  exercise  maximum  local 
control  and  decision  making  over  the  funds  made  available  to  them. 

2.  Key  Principles  of  the  Tribal  Budget  System 

Patterned  on  fourteen  guiding  principles,  the  Tribal  budget  system 
incorporates  budget  planning  and  allocation  as  well  as  effective  measurement  of 
key  indicators  of  need  and  conditions.  It  also  includes  key  components  for 
evaluation  and  reporting.  Taken  together  the  fourteen  principles  would: 

o  Identify  and  place  maximum  control  and  decision  making  over 
appropriated  funds  with  Tribal  Governments. 

o  Identify  with  each  Tribe  a  stable  recurring  funding  base  which  can 
be  relied  upon  for  stability  and  long  range  planning. 

o  Measure  needs  against  rational  standards  and  address  equity  by 
targeting  additional  resources  to  Tribes  having  the  greatest  need. 

o  Use  the  latest  technology  and  existing  information  resources  to 
gather  information  on  Tribes  and  their  conditions,  to  make  accurate 
information  available  to  support  planning,  evaluation  and  reporting. 

o  Include  a  budget  formulation  process  which  assures  Tribal 
participation  and  input  at  all  levels. 

o  Establish  a  means  for  evaluating  actual  performance  and  assuring 

better  accountability  in  budget  execution. 
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3.   Conceptual  Framework 

The  concept  for  a  new  Tribal  Budget  System  involves  a  different  way  of 
looking  at  the  appropriations  made  available  to  serve  Indians  through  the  Bureau 
of  Indian  Affairs.  This  planned  new  system  views  programs  and  budgets  from 
the  perspective  of  Tribal  Governments  and  contains  an  identification  of  funding 
provided  to  each  individual  Tribe.  It  will  identify  the  functions  and  services  that 
these  governments,  or  the  BIA  on  their  behalf,  have  responsibility  to  provide  and 
measure  the  amount  of  resources  required  to  carry  them  out. 

This  new  view  requires  a  change  in  the  existing  BIA  focus  on  both  funding 
and  information  gathering.  To  function  effectively,  this  new  system  requires  a 
partnership  between  BIA  and  Tribes.  Both  must  participate  in  gathering  and 
reporting  information.  The  multi-million  dollar  BIA  ADP  Services  Program  must 
be  redirected  at  information  gathering  and  reporting  which  supports  planning, 
budgeting  and  evaluation.  Existing  budget  offices  at  the  Central,  Area  and 
Agency  levels  must  also  be  refocussed  to  support  this  effort. 

Existing  programs  must  change  too.  Their  legislative  authorizations  and 
design  may,  in  some  cases,  no  longer  be  appropriate.  Programs  must  be 
redefined  to  better  describe  the  programs  and  functions  they  represent  from  the 
perspective  of  Tribal  Governments.  Only  then  can  they  lend  themselves  to 
effective  measurement  of  need  and  evaluation  of  the  conditions  upon  which  they 
impact,  while  still  allowing  Tribes  control  of  priority  setting  and  program  design. 
From  an  individual  program  manager's  perspective  as  seen  from  Washington, 
D.C.,  this  may  not  be  desirable,  but  from  the  perspective  of  Tribal  governments 
it  is  necessary  to  Self-Determination  and  to  meet  needs  as  identified  by  the 
Tribes. 

The  BIA  was  originally  organized  and  financed  to  serve  individual  Indians 
and  to  carry  out  many  governmental  functions  on  behalf  of  Tribes.  Overtime, 
the  BIA  role  has  changed  to  support  Tribal  Governments  in  developing  their 
capacity  to  exercise  full  governmental  jurisdiction  over  their  affairs  and  provide 
for  the  needs  of  their  respective  communities.  This  evolving  role  for  BIA  is 
described  in  the  Mission  Statement  recommended  by  the  Task  Force  and  is  fully 
recognized  in  the  budget  reform  effort. 

In  its  "Status  Report  and  Preliminary  Recommendations  for  Developing  the 
Tribal  Budget  System"  (distributed  to  Tribal  Leaders  for  their  comments  in 
September  1 992)  the  Task  Force  makes  preliminary  recommendations  designed 
to  facilitate  tribal  input  and  participation.  The  September  report  provides  a 
preliminary  look  at  over  $300  million  of  recurring  programs  which  are  currently 
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distributed  by  methods  other  than  through  recurring  Tribal  base  funding.  It 
explores  the  positive  and  negative  aspects  of  shifting  programs  to  individual 
Tribal  control.  While  there  are  compelling  reasons  both  for  and  against  shifting 
programs,  the  most  consistent  input  calls  for  making  such  decisions  available  to 
each  Tribe,  as  opposed  to  making  one  decision  fit  all  Tribes.  This  is  consistent 
with  the  Self-Determination  policy  and  required  another  look  at  the  budget 
structure.  The  Status  Report  and  Preliminary  Recommendations  addresses  these 
issues. 

4.  Tribal  Consultations  and  Participation  in  Budget  Formulation 

Based  upon  Task  Force  recommendations  and  involvement,  the  FY  1 994 
BIA  budget  formulation  process  included  an  historic  amount  of  Tribal 
involvement  at  the  local.  Area,  and  Central  Office  levels.  This  oarticioation.  for 
the  first  time  ever,  included  a  National  Hearing  at  which  Area  Directors  and  Tribal 
Leaders  from  each  Area  presented  testimonv  to  the  Assistant  Secretarv  -  Indian 
Affairs  and  the  Deputy  Commissioner  on  budoetarv  needs.  Such  involvement 
will  become  an  institutionalized  part  of  the  BIA  Budget  Formulation  Process. 

To  facilitate  this  Tribal  input  in  the  development  of  the  new  system,  the 
Task  Force  developed  a  workbook  in  July  of  1992  and  requested  that  each  Area 
Office  meet  with  its  respective  Tribes  and  provide  answers  to  a  number  of 
questions  and  other  information  about  programs.  A  meeting  was  then  held  in 
Denver,  Colorado  in  August  which  was  attended  by  Tribal  and  BIA 
representatives  from  each  Area.  This  meeting  was  designed  to  accumulate  the 
information  and  recommendations  from  each  Area  and  to  provide  a  forum  to 
develop  preliminary  recommendations  for  the  development  of  the  Tribal  Budget 
System. 

The  Task  Force  is  aware  that  many  Tribes  have  not  fully  participated  and 
are  not  fully  informed  on  budget  reform  efforts.  A  number  of  Tribes  and  Tribal 
organizations  have  expressed  concerns  and  issues  to  be  reviewed  by  the  Task 
Force.  The  Status  Report  was  designed  both  as  a  tool  to  inform  Tribes  and  as 
a  mechanism  to  obtain  Tribal  input. 

Budget  reform,  including  development  of  the  Tribal  Budget  System,  will 
take  several  years.  To  effectively  serve  all  Tribes  according  to  their  own  unique 
needs,  the  development  effort  must  gain  the  participation  of  all  Tribes  and  the 
cooperation  of  the  BIA,  Department  of  the  Interior  Office  of  Management  and 
Budget,  and  the  Congress.  Recommendations  within  the  Status  Report  address 
such  a  process.  Included  in  the  recommendations  are  provisions  for  technical 
representatives  from  each  Area  to  assist  the  Task  Force  and  to  carry  information 
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back  to  their  respective  Areas  to  ensure  Tribes  are  kept  fully  informed.  The  Task 
Force  urges  all  Tribes  to  participate  and  let  their  wishes  be  known  as  this  effort 
unfolds. 

Questions  accompanying  each  section  of  the  Status  Report  are  designed 
to  obtain  input  from  Tribal  Governments  as  development  of  the  Tribal  Budget 
System  begins.  Tribes  have  been  urged  to  complete  the  questions  and  forward 
responses  to  their  respective  Area  Office  Task  Force  Coordinators.  During  its 
November  meeting,  the  Task  Force  took  action  to  extend  the  deadline  for  Tribal 
responses  to  December  15,1 992,  and  requested  that  each  Area  Director  contact 
Tribes  to  reiterate  the  importance  of  submitting  responses.  These  will  be 
reviewed  at  a  meeting  of  the  Task  Force's  Budget  Work  Group  scheduled  for 
early  January. 

5.   Standard  Assessment  Methodology 

Equitable  and  sufficient  distribution  of  resources  based  on  a  rational 
standard  of  need  is  the  target  of  the  "Standard  Assessment  Methodology."  It 
will  measure  the  "relative"  needs  of  each  Tribe  for  all  programs,  and  then 
compare  existing  base  funding  against  the  overall  needs.  The  data  base 
developed  under  the  Standard  Assessment  Methodology  can  be  used  by  the 
Tribes  and  the  Department  to  present  "needs-based"  budgets  that  may  result  in 
appropriations  for  the  Bureau.  Additional  funding  can  then  be  made  available  to 
those  Tribes  with  the  greatest  need.  Using  this  data,  distribution  of  program 
funds  that  are  now  allocated  under  a  "distributive"  formula  could  be  made  on  the 
basis  of  a  "generative"  formula  that  matches  available  funding  to  needs 
identified.  On  the  surface  this  may  sound  simple.  In  reality  it  is  as  complex  as 
are  the  more  than  500  Tribal  Governments  to  be  served  and  over  1 00  Bureau 
programs  to  be  addressed. 

Many  have  asked,  "Will  this  effort  result  in  a  redistribution  of  existing  base 
funding?"  The  Task  Force  has  recommended  against  redistribution  of  existing 
base  funding  and  discusses  the  matter  in  detail  in  the  Status  Report. 

In  1993,  work  will  begin  to  develop  the  Standard  Assessment 
Methodology.  Evaluation  components  of  the  new  system  also  will  be  produced 
during  this  period.  One  aspect  of  this  is  the  production  of  a  program  description 
for  each  BIA  program  following  the  format  of  the  Federal  Domestic  Assistance 
Catalog.  This  will  aid  the  Tribes  in  understanding  the  programs  of  the  BIA  as 
well  as  in  developing  a  uniform  approach  for  the  Standard  Assesifnent 
Methodology. 
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6.  New  Budget  Fonnat  and  Flexibilities  Granted  in  1 993 

In  response  to  Tasic  Force  recommendations,  Congress  reformed  the  BIA 
Budget  for  Fiscal  Year  1993  and  granted  Tribes  full  reprogramming  authority 
over  the  Tribal  budget  allocations  identified  with  each  Tribe  at  the  local  level. 
The  new  budget  format  provides  more  clarity  as  to  how  and  at  what  level 
(tribe/agency,  area  office  or  headquarters)  the  funds  made  available  to  BIA  are 
expended.  Moneys  appropriated  for  certain  multi-tribe  activities  or  services 
provided  on  a  multi-tribe  basis  (such  as  funding  for  portions  of  the  Johnson 
O'Malley  Program,  the  Northwest  Indian  Fisheries  Commission,  the  Columbia 
River  Intertribal  Fisheries  Commission,  Urban  Area  Child  Welfare  grants,  Voight 
Case  implementation,  Indian  Community  Colleges,  special  higher  education 
scholarships,  etc.)  retain  special  identification  in  categories  that  allow  multi-tribal 
endeavors.  This  reformatting  implements  an  important  step  in  the  series  of 
changes  needed  to  bring  about  the  new  "Tribal  Budget  System." 

7.  BIA  Planning  Staff 

The  development  of  the  new  budget  system  will  require  a  complete 
change  in  how  funding  requests  are  developed  and  justified.  Collection  of 
information  about  Tribal  demographics,  lands,  and  various  conditions  which  will 
support  the  identification  of  Tribal  program  requirements  and  resources  must  be 
coordinated  at  a  central  location  to  support  the  "Standard  Assessment 
Methodology"  as  well  as  program  reports  and  evaluations. 

Today  the  BIA  has  no  central  staff  associated  with  integrated  or  strategic 
planning.  Much  of  the  budget  coordination  is  vested  in  BIA's  Financial 
Management  organization  which  deals  with  four  years  at  once:  (1)  closino  out 
the  previous  year;  (2)  executino  the  current  year;  (3)  responding  to  Congress  for 
the  upcoming  year;  and  (4)  coordinating  planning  for  the  subsequent  year. 

A  new  BIA  Planning  staff  is  needed  to  support  development  and 
implementation  of  the  Tribal  Budget  System,  integrated  and  strategic  planning, 
and  the  annual  formulation  process.  The  Task  Force  recommended  such  a  staff 
in  its  November  meeting.  In  addition,  an  effective  process  must  be  put  in  place 
to  ensure  maximum  Tribal  participation  and  understanding  in  the  design  and 
implementation. 

The  Status  Report  sets  forth  the  many  tasks  to  be  accomplished  in  the 
development  and  management  of  the  budget  reform  effort  and  ongoing  budget 
formulation  and  describes  the  organizational  and  resources  required  for  the 
effort. 


105 


BUDGET  PROCESS  4  -  7 


8.  Indian  Health  Service  Participation 

The  Indian  Health  Service  has  expressed  an  interest  in  working  more 
closely  with  the  BIA  to  develop  processes  like  the  Tribal  Budget  System  which 
can  be  incorporated  into  their  budget  reform  effort.  Therefore,  the  Task  Force 
has  extended  an  invitation  to  the  Indian  Health  Service  to  participate  in  the  BIA's 
budget  reform  effort  as  a  prerequisite  for  the  Indian  Health  Service's  budget 
reform. 

9.  Summary 

Many  Tribes  and  regional  groups  from  around  the  country  have  engaged 
very  actively  in  the  budget  reform  effort.  Therefore,  the  reform  effort  represents 
not  only  the  work  of  the  Task  Force,  but  the  involvement  and  participation  of 
many  people  from  around  the  country.  Every  attempt  is  being  made  to  engage 
even  more  Tribes  in  the  process  and  to  ensure  that  the  new  system  meets  the 
needs  of  all  Tribes.  Having  a  partnership  with  the  BIA  in  accomplishing  budget 
reform  has  already  benefitted  the  Tribes.  Hopefully,  with  the  participation  of  the 
IHS,  much  more  can  be  realized  in  the  overall  provision  of  services  to  the  Tribes. 

Much  has  been  accomplished  to  date  with  regard  to  the  Task  Force 
recommendations,  but  the  effort  has  only  begun.  It  is  expected  to  take  a 
number  of  years  and  will  require  consistent  involvement  of  Tribal  Governments 
to  ensure  that  it  meets  the  diverse  needs  of  all  Tribes.  One  of  the  most 
important  accomplishments  to  date  has  been  changing  the  format  of  the  Bureau 
budget  to  more  accurately  reflect  the  responsibilities  of  Tribal  Governments,  and 
the  actual  dollars  being  made  available  to  serve  Tribes.  By  reformatting  the 
budget  and  providing  Tribes  with  greater  flexibility,  consistent  with  Task  Force 
recommendations.  Congress  has  paved  the  way  for  further  development  of  the 
system. 

For  a  more  detailed  and  in-depth  analysis  of  the  new  "Tribal  Budget 
System",  the  reader  should  consult  the  "Status  Report  and  Preliminary 
Recommendations  for  Developing  the  Tribal  Budget  System"  issued  in  September 
1992.  Also  a  separate  budget  process  report  covering  the  latest  developments 
in  the  Tribal  Budget  System  is  expected  to  be  issued  by  the  Task  Force  in 
February  1993. 
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PART  C:     NEVADA  DEMONSTRATION  PROJECT 

When  the  Task  Force  was  first  created,  one  of  its  main  concerns  was  to 
evaluate  the  existing  budget  system  of  the  BIA  and  find  alternatives  to  address 
identified  problems.  While  the  new  TBS  has  been  the  Task  Force's  main 
alternative  to  the  budget  issues,  the  Task  Force  also  authorized  the  pursuit  of 
another  strategy  in  finding  budget  solutions.  This  alterative  strategy  is  the 
Nevada  Demonstration  Project. 

The  two  main  goals  of  the  Nevada  Demonstration  Project  are: 

1 )  To  conduct  a  multi-Tribe  demonstration  on  how  to  maximize 
allocation  of  BIA  funds  and  resources  to  the  field/Agency 
level  based  upon  Tribally  defined  needs  and  priorities,  and 

2)  To  develop  and  demonstrate  strategies  to  enable  Tribes, 
individually  and  collectively,  to  increase  participation  in 
intergovernmental  resource  alternatives. 

The  Demonstration  Project  is  being  developed  from  the  offices,  staffing, 
programs  and  funding  of  the  BIA's  Western  Nevada  Agency.  This  Agency  is 
leading  the  way  in  providing  detailed  Agency  information  and  is  the  testing 
ground  for  reprogramming  approaches. 

During  the  first  year  of  operation  (1992),  the  Nevada  Demonstration 
Project  set  several  Project  objectives  in  a  multi-year  effort  to  reach  the  above 
goals.   The  Project  objectives  include: 

o  To  involve  all  twenty-four  Nevada  Tribes  in  an  innovative  priority 
setting  and  budgeting  approach  through  intensive  planning 
workshops; 

o  To  develop  a  comprehensive,  updated  Nevada  Tribal  Strategic  plan 
that  includes  needs,  strategies  and  funding  priorities  for  a  three 
year  period; 

o  To  establish  BIA  baseline  support  data  for  Nevada  Tribes  for  the 
1993  budget  as  well  as  requirements  for  FY  1994  and  1995; 

o  To  establish  an  evaluation  and  accountability  system  for  the 
Demonstration  Project  that  focuses  on  results  and  the  commitment 
of  the  various  Tribal  and  Federal  parties;  and 
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o  To  provide  a  transfer  plan  for  other  multi-Tribe  Agency 
environments  based  on  lessons  learned,  including  effective  means 
of  budget  negotiation  and  how  to  facilitate  the  allocation  of  Federal 
support  to  Tribally  defined  needs  and  priorities. 

The  Nevada  Demonstration  Project  is  an  initiative  to  take  a  comprehensive 
and  long-term  approach  to  define  needs  and  develop  strategies  for  resource 
allocations  for  programs  and  services  to  Indian  people.  Not  only  are  the 
traditional  sources  of  budgetary  resources  for  Tribal  Government  Operation  (i.e. 
Federal  Government  Agencies)  being  analyzed,  but  other  Federal,  State,  local  and 
private  agencies  are  also  being  studied  for  their  possible  contributions  of  funds 
for  use  by  the  Tribes.  The  comprehensive  review  of  funding  and  services  will 
enable  the  Nevada  Tribes  to  properly  fund  and  operate:  (1)  Tribal  Government 
Administrations;  (2)  Cultural  and  aboriginal  rights  activities;  (3)  Human 
resources;  (4)  Education;  (5)  Public  Safety  and  Justice;  <6)  Community  and 
Reservation  infrastructure  development;  and  (7)  Resource  management. 

The  final  phase  of  the  Project  will  be  the  implementation  of  a 
Memorandum  of  Agreement  (MOA)  between  the  Tribes  and  BIA.  The  MOA  will: 

1)  Formalize  a  multi-Tribal  approach  to  establishing  a  needs-based 
resource  allocation  formula; 

2)  Set  in  place  agreements  between  the  Tribes  and  BIA  on  process 
and  formal  implementation  of  Nevada  Demonstration  Project 
activities; 

3)  Establish  responsibilities  and  schedules  for  reporting  between  the 
parties  involved  as  well  as  for  reports  to  appropriate  Congressional 
Committees;  and 

4)  Provide  a  series  of  benchmarks  for  the  evaluation  of  the  Nevada 
Demonstration  Project. 

Once  the  MOA  is  signed,  it  will  allow  the  Tribes  to  maintain  a  "partial 
eclipse"  over  the  BIA  with  the  setting  of  ground  rules  and  parameters  for  budget 
and  resources  allocation  decisions.  The  Tribes  will  play  a  dominant  role  in 
managing  most  Bureau  programs  while  the  BIA  remains  accountable  for  Tribal 
advocacy  and  trust  responsibilities.  The  planners  of  the  Project  hope  that  the 
results  of  the  Project  will  prove  useful  for  the  Tribes  nation-wide  in  their  quest 
for  adequate  fiscal  resources  to  operate  Tribal  Governments  and  provide  services 
to  Indian  people. 
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BIAM/CFR/USC  REFORM 

PART  A:     INTRODUCTION 


The  Task  Force  recognized  that  reorganization  in  the  BIA's  delivery  of 
services  to  the  tribes  must  be  accompanied  by  changes  in  the  governing 
documents  under  which  the  Bureau  operates.  These  governing  documents  are 
the  Bureau  of  Indian  Affairs  Manual  (BIAM),  the  Code  of  Federal  Regulations 
(CFR)  and  certain  sections  of  the  United  States  Code  (USC). 

Many  recommendations  for  reorganization  made  by  the  Task  Force  cannot 
be  fully  implemented  until  these  governing  documents  are  modified.  For 
example,  one  of  the  guiding  principles  of  the  Task  Force  is  to  move  as  much 
authority  and  resources  to  the  Tribe/Agency  level  as  possible.  Such  movement 
will  be  required  as  a  result  of  Area  and  Agency  restructuring  plans  and  through 
Task  Force  recommendations,  such  as  the  Tribal  Budget  System.  The  BIAM  has 
already  been  changed  to  accommodate  the  list  of  authorities  which  could  be 
transferred  immediately  without  any  modification  to  the  CFR  and  USC.  This  was 
done  by  10  BIAM,  Bulletin  13,  signed  by  the  Deputy  Commissioner  of  Indian 
Affairs  on  November  1 9,  1 992. 

As  more  Task  Force  recommendations  move  toward  implementation,  the 
need  to  modify  conflicting  policies,  procedures,  rules  and  regulations  as 
contained  in  the  BIAM  and  CFR  will  be  identified  and  acted  upon.  Statutory 
conflicts  within  the  USC  will  be  identified  and  legislative  amendments  proposed. 
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In  order  to  properly  address  the  problems  involved  in  any  undertaking,  a 
true  understanding  of  the  structure  and  processes  affected  must  be  attained. 
Recognizing  this  fact,  the  Task  Force  requested  and  received  a  presentation  on 
the  method  by  which  the  BIAM,  CFR,  and  USC  are  created  and  updated. 

During  the  presentation,  the  Task  Force  found  that  once  Congress  passes 
a  law,  this  law  is  published  in  the  USC.  Such  laws  provide  the  legal  basis  upon 
which  the  CFR  is  based.  There  must  be  enabling  legislation  in  order  for  a 
regulation  in  the  CFR  to  have  legal  authority. 

CFRs  are  the  federal  government's  published  rules  informing  the  public 
how  they  will  carry  out  laws  Congress  has  passed.  In  the  BIA's  case,  such  rules 
are  contained  in  the  25  CFR  (Indians)  and  other  Titles  such  as  42  CFR  (Housing). 

Once  a  federal  agency  publishes  the  rules  by  which  it  intends  to  carry  out 
the  law,  the  Agency  then  gives  internal  implementation  instructions  to  its  own 
employees.  For  the  BIA,  this  is  done  through  the  BIAM. 

The  Task  Force  decided  upon  a  procedure  for  reviewing  the  Bureau's 
guiding  documents  for  the  purposes  of  making  changes.  This  procedure  follows 
the  principle  that  if  a  recommendation  for  reorganization  can  be  accomplished  by 
changing  an  internal  or  administrative  (BIAM)  process,  such  a  modification  is 
preferable  to  going  through  the  more  difficult  procedure  of  getting  a  new  rule 
published  (CFR)  or  legislation  passed  (USC). 

The  Task  Force  recognized  that  three  (3)  phases  must  be  completed  for 
each  subject  that  is  addressed.  Phase  I  is  reviewing  the  BIAM  to  make  the 
necessary  changes  therein  which  will  allow  Task  Force  recommendations  to  be 
implemented.  Phase  II  requires  the  CFR  to  be  analyzed  for  modification  to 
accommodate  reorganization.  Finally,  Phase  III  will  necessitate  the  review  of 
certain  sections  of  the  USC  to  make  certain  that  the  law  is  compatible  with 
recommendations  made  by  the  Task  Force. 

PART  C:    CURRENT  INITIATIVES 

Having  accomplished  the  task  of  getting  a  new  Delegation  of  Authority 
issued  to  reflect  the  Task  Force  principle  of  decision  making  at  the  Agency  level, 
the  Task  Force  focused  its  attention  on  a  review  of  the  CFR  to  establish  priorities 
for  CFR  modifications.  To  focus  on  those  portions  of  the  CFR  that  pertain  to 
reorganization  the  Task  Force  developed  a  list  of  priorities  based  upon  subjects 
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and  programs  contained  in  the  CFR.  This  list  of  priorities  will  be  sent  to  the 
Tribes  in  a  survey  format  to  allow  the  Tribes  an  opportunity  to  modify  the  list  or 
add  subjects  the  Task  Force  might  have  overlooked.  The  priority  list  follows: 

1 .  Tribe/Agency 

o         Law  and  Order  on  Indian  reservations  (Part  1 1 ) 

o         Contracts  under  Indian  Self-Determination  Act 

o  Attorney  contracts  with  Indian  Tribes  (Part  89) 

o         Housing  Improvement  Program  (Part  256) 

o         Indian  Child  Welfare  Act  (Part  23) 

o         Financial  Assistance  and  social  services  program  (Part  20) 

o         Trust  Funds  Management  (New) 

a.  Individual  Indian  Money  accounts  (Part  115) 

b.  Tribal  Trust  Funds  (New) 
o          Gaming  (New) 

2.  Natural  Resources  •  Trust  Responsibility 

o  Leasing  of  Tribal  Lands  (Combine  Parts  1 62  &  1 66) 

o  Mineral  Development  (Combine  Parts  21 1 ,  21 2  &  21 6) 

o  Roads  of  the  Bureau  of  Indian  Affairs  (Part  1 70) 

o  General  forest  regulations  (Part  1 63) 

o  Land  acquisitions  (Part  151) 

3.  Education 

o         Federal  Schools  for  Indians  (Part  31) 

o         The  Indian  school  equalization  program  (ISEP)  (Part  39) 

o         Education  personnel  (Part  38) 

o         Minimum  academic  standards  for  the  basic  education  of 

Indian  children  and  national  criteria  for  dormitory  situations 

(Part  36) 
o         Administration    of   educational    loans,    grants    and    other 

assistance  for  higher  education  (Part  40) 
o         Special  education  (Part  45) 
o         Grants  to  tribally  controlled  community  colleges  and  Navajo 

Community  College  (Part  41) 
o         Education  contracts  under  Johnson-O'Malley  Act  (Part  273) 
o  Adult  Education  (New) 
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4.        Administration 

o  Applicability  of  rules  of  the  Bureau  of  Indian  Affairs  (Part  1) 

o  Appeals  from  administrative  actions  (Part  2) 

o  Preference  in  employment  (Part  5) 

o  Buy  Indian  Act  (New) 

The  deadline  for  responding  to  the  survey  will  be  January  30,  1 993.  The 
Task  Force  will  review  Tribal  responses  and  make  any  adjustments  necessary  to 
proceed  with  reorganization  in  accordance  with  the  wishes  of  the  Tribes. 

PART  D:  SUMMARY 

While  the  Task  Force  initially  concentrated  on  modifying  the  BIAM  to 
move  Delegations  of  Authorities  to  Agency  Superintendents,  this  action  is  only 
a  fraction  of  the  regulatory  issues  needing  attention  for  proper  reorganization  to 
occur.  Various  Bureau  policies,  especially  those  requiring  the  duplication  of 
efforts  at  all  levels  of  the  Bureau,  require  Task  Force  attention.  For  example, 
when  action  is  taken  to  reform  the  performance  and  attitudes  of  Bureau 
employees,  (Chapter  4),  the  Bureau's  governing  documents  will  need  to  be 
modified.  The  same  3-phased  procedure  or  process  applied  in  changing  the 
Delegations  of  Authorities  will  have  to  be  followed  in  changing  personnel 
policies,  procedures  and  regulations.  Future  changes  recommended  for  the 
BIAM,  CFR  and  USC,  of  course,  will  be  distributed  to  the  Tribes  for  their 
feedback  in  line  with  the  Task  Force's  consultation  process. 
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Mr.  Richardson.  I  would  like  to  recognize  my  distinguished 
ranking  minority  member  for  an  opening  statement. 

STATEMENT  OF  HON.  CRAIG  THOMAS 

Mr.  Thomas.  Thank  you  very  much,  Mr.  Chairman,  I  will  be  very 
brief. 

First,  I  am  going  to  tell  you  that  I  am  looking  forward  to  the  op- 
portunity of  working  with  you  and  the  other  members  of  this  com- 
mittee. I  think  it  will  be  an  interesting  and  exciting  new  experience 
for  most  of  us  to  be  on  a  committee  that  is  dedicated  to  this  pur- 
pose. So  I  hope  that  we  can  make  some  difference. 

I  am  looking  forward,  too,  to  your  reactions  to  this  task  force  re- 
port. I  am  hopeful  that  it  is  not  simply  a  matter  of  changing  the 
bureaucracy  and  changing  offices  and  changing  titles  on  the  door, 
but  has  something  to  do  with  outcomes,  has  something  to  do  with 
dealing  with  problems,  with  some  measurable  goal,  to  see  if  we  are, 
in  fact,  making  some  progress. 

So  I  look  forward  to  it,  and  thank  you  for  calling  this  meeting. 

Mr.  Richardson.  Thank  you  very  much. 

I  would  like  to  recognize  the  gentleman  from  Montana,  who  has 
had  an  extraordinary  interest  and  record  vis-a-vis  Native  American 
issues,  particularly  in  the  education  area.  I  am  delighted  that  he 
has  become  the  ranking  Democrat  on  our  subcommittee.  With  his 
leadership  in  many  Native  American  issues,  this  new  subcommit- 
tee will  get  off"  the  ground  fast. 

I  would  like  to  recognize  my  good  friend  from  Montana. 

STATEMENT  OF  HON.  PAT  WILLIAMS 

Mr.  Williams.  Mr.  Chairman,  you  are  very  kind.  I  appreciate  the 
generosity  of  those  words. 

I  am  going  to  do  what  I  always  dislike  hearing  Members  of  Con- 
gress do,  and  that  is,  apologize  to  the  witnesses.  I  have  to  go  get 
on  a  plane  and  head  for  Montana,  where  I  am  going  to  be  visiting 
with  some  Native  Americans,  by  the  way.  I  did  want  to  delay  my 
departure  for  the  airport  long  enough  to  come  because  I  wanted  to 
be  here  when  this  suocommittee  finally  met.  It  is  exactly  a  decade 
and  a  half  ago  that  I  first  petitioned  the  full  committee  to  create 
this  subcommittee.  It  has  taken  too  long,  in  my  judgment.  But 
nonetheless,  here  we  are  and  I  am  delighted. 

I  am  particularly  pleased,  Mr.  Chairman,  that  you  have  been  se- 
lected as  chairman  of  this  critically  important  subcommittee.  I  am 
delighted  with  the  gentleman  from  Wyoming  as  the  ranking  mem- 
ber. I  know  both  of  them  have  a  deep  and  abiding  interest  in  mat- 
ters concerning  Native  Americans,  as  does  the  gentleman  from 
South  Dakota  and  all  of  the  members  of  the  committee. 

There  is  much  work  to  be  done  if  we  are  going  to  improve  condi- 
tions in  Indian  country.  I  sense  that  Native  Americans  have  turned 
the  comer  and  have  stepped  on  the  "up"  escalator.  I  personally 
think  that  is  because  of  improvements  in  education  primarily.  In 
a  number  of  areas  there  is  also  a  better  future  now  for  the  first 
Americans.  I  am  hopeful  that  this  subcommittee  will  assist  the 
Congress  in  better  focusing  on  matters  with  regard  to  Indian  peo- 
ple in  the  United  States. 
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I  also  want  to  say  this,  Mr.  Chairman,  I  know  under  your  leader- 
ship this  committee  will  take  the  broad  view.  Given  conditions 
today,  we  have  limited  staff,  limited  resources,  all  of  us  only  have 
a  certain  amount  of  time  to  give  to  this  committee  and  the  great 
issues  that  will  come  before  it,  and  so  I  am  hopeful  this  committee 
will  focus  on  those  areas  of  improving  life  for  all  Native  American 
citizens.  I  think  that  probably  means  that  we  have  to  continue  the 
current  process  that  allows  each  Member  of  Congress  to  deal  with 
his  own  State  citizens,  his  own  tribes.  We  have  to  allow  that  to  con- 
tinue. I  am  hopeful  that  we  not  burden  this  subcommittee  with  the 
work  that  has  until  now  been  done  by  individual  Members  of  Con- 
gress representing  their  own  Native  American  citizens  and  the 
tribes  within  their  congressional  districts. 

This  committee  should  receive  not  those  important,  but  parochial 
matters  involving  each  given  tribe.  Let's  continue  to  bring  those  to 
the  Members  of  Congress.  We  would  be  glad  to  assist  wherever  we 
can.  But  let's  try  to  bring  to  this  committee  those  matters  where 
we  can  truly  make  a  difference  for  all  Native  Americans. 

Again,  Mr.  Chairman,  I  apologize  for  having  to  leave,  but  I  am 
more  than  eager  to  join  you  in  your  work  on  this  committee. 

Mr.  Richardson.  Thank  you  very  much.  Colleague. 

I  would  like  now  to  recognize  the  gentleman  from  South  Dakota. 

STATEMENT  OF  HON.  TIM  JOHNSON 

Mr.  Johnson.  Thank  you,  Mr.  Chairman.  Again,  first  I  want  to 
commend  you  and  Mr.  Williams,  the  gentleman  from  Montana,  and 
other  members  of  this  committee  who  almost  without  exception 
from  the  very  first  day  of  membership  in  Congress  have  pushed  for 
a  subcommittee  to  deal  with  Native  American  affairs.  There  is,  I 
think,  a  great  deal  of  credit  that  needs  to  go  to  Chairman  Miller 
for  his  willingness  to  take  a  leadership  role  in  this  at  a  time  when 
the  Interior  Committee,  now  Natural  Resources  Committee,  was 
being  required  to  reduce  the  number  of  subcommittees.  To  reduce 
subcommittees  and  yet  still  shift  jurisdictional  responsibilities 
around  in  a  way  to  allow  us  to  have  this  subcommittee,  was  a  re- 
markable achievement,  and  I  think  a  great  deal  of  credit  needs  to 
go  to  those  who  pushed  for  it,  but  probably  particularly  Chairman 
Miller  for  his  willingness  to  take  a  leadership  role  in  that  regard. 

So  I  am  looking  forward  to  having  this  subcommittee  signifi- 
cantly raise  the  visibility  of  Native  American  issues  and  challenges, 
not  just  for  this  committee  but  for  the  Congress  and  for  America 
in  general.  I  think  there  are  some  enormous  problems  and  some 
enormous  opportunities  that  we  have,  but  all  too  often  too  little  at- 
tention has  been  given. 

I  am  looking  forward  to  the  testimony  from  the  Bureau  of  Indian 
Affairs  today.  The  BIA  is  itself  a  very  controversial  agency  with  a 
great  many  responsibilities,  very  diverse  responsibilities,  and  I 
share  the  concern  of  others  on  this  committee  that  we  continue  to 
look  to  ways  we  can  better  serve  the  Native  American  community 
so  that  we  find  what  we  more  effectively  and  more  efficiently  do 
now,  so  that  ultimately  individual  Native  Americans  need  have  less 
concern  about  what  goes  on  in  Washington  as  a  greater  and  greater 
level  of  self-sufficiency  is  arrived  at,  and  that  has  to  be  our  goal, 
to  find  what  can  we  do  to  assist  Native  American  citizens  to  assist 
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themselves.  I  think  a  lot  of  that  will  go  through  an  emphasis  in 
education,  but  there  a  great  number  of  challenges  we  have,  from 
education  to  health  care  to  economic  development,  infrastructure 
improvement,  the  quality  of  justice  concerns  that  we  have,  child 
care.  There  is  a  range  of  issues  that  we  need  to  be  dealing  with 
effectively  on  this  committee,  and  I  am  looking  forward  to  the  testi- 
mony hearing  of  this  hearing  and  the  future  work  of  the  sub- 
committee as  the  year  goes  on. 

But  dealing  with  the  reorganization  of  the  BIA  is  a  fundamen- 
tally important  issue.  I  am  interested  in  the  input  from  the  respec- 
tive tribes  as  well  as  the  BIA,  and  I  am  looking  forward  to  the  per- 
spectives that  the  Clinton  Administration  may  provide  us  as  well, 
because  this  is  an  area  that  there  may  be  no  silver  bullet.  It  is 
something  that  may  be  evolving  over  a  period  of  time  as  we  arrive 
at  a  more  efficient  and  effective  way  of  dealing  with  Native  Amer- 
ican issues. 

So  I  yield  back,  Mr.  Chairman. 

Mr.  Richardson.  The  gentleman,  too,  has  been  enormously  help- 
ful in  getting  this  subcommittee  off  the  ground.  He  was  one  of 
those  very  active  in  pushing  and  persuading  the  Democratic  and 
Republican  leadershdp  in  this  Congress  to  establish  the  subcommit- 
tee. I  am  delighted  that  he  has  chosen  to  join  the  subcommittee. 

The  chair  recognizes  the  gentlelady  from  Arizona. 

STATEMENT  OF  HON.  KARAN  ENGLISH 

Ms.  English.  Mr.  Chairman,  I,  too,  want  to  thank  you  for  hold- 
ing these  hearings.  I  had  a  prepared  statement,  but  since  a  lot  of 
it  has  already  been  said,  I  think  I  am  going  to  reflect  a  little  bit 
on  where  I  came  from.  I  started  out  in  county  government  where 
we  were  extremely  frustrated  with  not  being  able  to  help  Native 
Americans  because  it  wasn't  within  our  jurisdiction.  Then  I  moved 
to  state  government  and  we  were  frustrated  because  we  couldn't 
help  Native  Americans  because  it  wasn't  within  our  jurisdiction. 
Well,  I  find  myself  now  in  the  right  jurisdiction,  and  I  am  very 
pleased  that  we  have  the  opportunity  to  raise  the  level  of  con- 
sciousness. I  am  very  happy  to  participate  in  this  committee  and 
look  forward  to  not  only  the  testimony  today  but  finding  some  reso- 
lutions to  some  very  long  problems. 

Mr.  Richardson.  We  are  especially  delighted  the  gentlelady  has 
joined  the  subcommittee,  particularly  with  her  knowledge  and  in- 
terest and  expertise  on  the  Navajo-Hopi  issue  and  many  others. 
And  I  thank  the  gentlelady. 

Our  first  witness  is  Dr.  Eddie  Brown,  Assistant  Secretary  for  In- 
dian Affairs,  the  Bureau  of  Indian  Affairs,  who  is  also  co-chairman 
of  the  task  force. 

Before  Dr.  Brown  proceeds  with  his  testimony,  let  me  say  that 
this  subcommittee  and  this  committee  salutes  you  for  the  4  years 
of  very  good  service  you  have  given  in  one  of  the  more  difficult 
agencies  in  government.  And  I  think.  Dr.  Brown,  the  fact  that  you 
have  been  there  4  years  may  be  some  kind  of  record  for  BIA  assist- 
ant secretaries.  And  we  know  why.  You  are  always  very  responsive 
to  this  committee,  and  we  thank  you  for  your  service.  I  know  it  will 
continue  in  the  future. 

But  again,  we  look  forward  to  hearing  from  you. 
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STATEMENT  OF  EDDIE  F.  BROWN,  PH.D.,  ASSISTANT  SEC- 
RETARY  FOR  INDIAN  AFFAIRS,  BUREAU  OF  INDIAN  AFFAIRS, 
DEPARTMENT  OF  THE  INTERIOR,  AND  CO-CHAIRMAN  OF 
THE  TASK  FORCE 

Dr.  Brown.  Thank  you  very  much,  Mr.  Chairman,  and  members 
of  the  committee.  I  would  like  to  just  do  a  summary  of  my  com- 
ments. I  have  already  submitted  my  formal  testimony  for  the 
record. 

But  let  me  say  that  I  am  pleased  to  represent  the  Department 
of  the  Interior  and  the  task  force  at  this  hearing  today.  I  would  like 
to  thank  you,  Mr.  Chairman  and  members  of  the  subcommittee,  for 
your  interest  and  leadership  in  addressing  concerns  of  Indian  peo- 
ple. 

As  co-chairman  of  the  task  force,  I  would  like  to  just  introduce 
my  colleagues  from  the  task  force  who  will  be  providing  testimony 
here  this  afternoon.  You  see  their  names  on  the  witness  list,  but 
I  would  like  to  just  take  a  minute  to  recognize  them  specifically. 

We  have  Mr.  Brian  Wallace,  Chairman  of  the  Washoe  Tribe  of 
Nevada  and  California — raise  your  hand  here — and  a  member  of 
the  task  force  representing  the  Phoenix  area.  He  has  served  on  the 
tribal  budget  system  work  group. 

We  have  Ms.  Georgia  George,  Chairman  of  the  Suquamish  Tribe 
in  Seattle,  Washington.  She  is  a  member  of  the  delegation  to  the 
task  force  from  the  Portland  area,  and  she  has  chaired  the  Indian 
gaming  working  group  of  the  task  force. 

We  also  have  Mr.  Bemie  Teba.  He  is  an  Economic  Development 
Specialist  with  the  Santa  Clara  Pueblo  and  a  member  of  the  task 
force  representing  the  tribes  in  the  Albuquerque  Area.  Mr.  Teba 
has  served  as  chairman  of  the  economic  development  work  group 
of  the  task  force,  and  was  instrumental  in  developing  the  plans  for 
the  new  Office  of  Economic  Development  within  the  Bureau  of  In- 
dian Affairs. 

Also,  Mr.  Harold  Monteau.  He  is  a  member  of  the  law  firm  of 
Monteau,  Guenther,  and  Decker,  located  in  Great  Falls,  Montana. 
Mr.  Monteau  serves  the  task  force  in  two  capacities.  He  is  a  mem- 
ber of  the  task  force  representing  the  tribes  in  the  Billings  Area  Of- 
fice, and  he  serves  as  the  Tribal  Task  Force  coordinator. 

We  have  also  asked  Mr.  James  Sizemore,  a  public  accountant 
and  consultant  to  several  tribes  in  the  Northwest,  to  be  with  us 
today.  Mr.  Sizemore  was  loaned  to  the  task  force  initially  by  the 
Confederated  Tribes  of  the  Warm  Springs  Reservation  because  of 
his  expertise  in  the  Bureau's  and  the  Federal  Government's  budget 
process. 

Unfortunately,  Mr.  Wendell  Chino,  President  of  the  Mescalero 
Apache  Tribe  and  tribal  co-chairmsin  of  the  task  force,  cannot  be 
with  us  here  today  because  of  prior  engagements.  Mr.  Chino's  lead- 
ership, I  might  add  though,  has  been  instrumental  in  the  task  force 
being  able  to  accomplish  its  goals  and  objectives.  The  recommenda- 
tions contained  in  the  1992  task  force  report  reflect  Mr.  Chino's 
commitment  to  ensure  that  the  task  force  deals  with  the  urgent  is- 
sues facing  American  Indians  today  as  communicated  to  us  by  their 
elected  tribal  governments. 

I  regret  that  I  am  not  able  to  bring  to  this  hearing  all  the  other 
members  of  the  task  force  today,  for  it  is  only  because  of  their  ex- 
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traordinary  effort  and  their  commitment  to  change  that  we  can 
present  our  testimony  to  you  here  today.  They  have  been  more 
than  dihgent  in  representing  their  organizations,  and  have  sac- 
rificed personal  and  family  priorities  to  serve  their  tribal  leaders  in 
their  areas.  It  is  because  of  their  concern  and  their  idealism  and 
service  that  we  have  produced  the  recommendations  for  reform 
that  are  contained  in  the  1992  task  force  report. 

This  report  was  formally  presented  to  former  Secretary  Manuel 
Lujan  and  to  staff  of  the  congressional  appropriations  and  inter- 
ested committees  on  January  13  of  this  month.  Copies  have  been 
given  to  Secretary  Bruce  Babbitt  for  his  review.  Secretary  Babbitt 
has  indicated  that  he  places  a  high  priority  on  ensuring  the  De- 
partment carries  out  its  responsibilities  with  regard  to  the  Amer- 
ican Indian  community  fairly  and  efficiently  with  full  respect  for 
tribal  sovereignty.  However,  since  Secretary  Babbitt  has  not  yet 
had  an  opportunity  to  discuss  the  report  with  us,  I  am  unable  at 
this  time  to  offer  the  subcommittee  any  specifics  concerning  what 
actions  the  new  Administration  might  take  with  regard  to  the  task 
force  report.  For  the  remainder  of  my  comments  today  I  want  to 
just  briefly  highlight  three  points  made  in  my  formal  testimony. 

First,  it  is  important  to  point  out  that  the  tribal  representatives 
that  serve  on  the  task  force  from  each  area  were  selected  by  their 
tribal  peers  based  on  their  leadership,  their  knowledge  and  their 
past  advocacy.  This  selection  process  was  driven  by  the  key  prin- 
ciples of  govemment-to-govemment  relationship,  Indian  self-deter- 
mination, £ind  partnership. 

Second,  the  process  has  established  what  we  believe  to  be  a  com- 
munication, participation,  and  partnership  process  which  we  be- 
lieve has  never  before  been  created  in  American  Indian  history.  It 
has  been  a  journey  of  partnership  and  trust-building,  and  it  has 
opened  up  a  true  forum  for  Indian  governments  and  Federal  rep- 
resentatives to  jointly  address  Indian  issues  and  recommend  solu- 
tions. This  process  has  reaped  some  very  positive  results.  We  have 
often  heard  of  the  need  for  reorganization  of  the  Bureau  of  Indian 
Affgdrs  and  how  each  Administration  has  proposed  reorganization. 
But  when  we  get  right  down  to  it  the  thrust  of  the  matter  is  that 
there  has  been  no  major  reorganization  of  the  Bureau  of  Indian  Af- 
fairs for  years,  because  there  is  so  much  disagreement  every  time 
some  reorganization  is  presented.  And  the  disagreement  between 
tribes,  the  Administration  and  Congress  means  that  plans  that  had 
been  developed  in  the  past  are  continuing  to  set  on  shelves  collect- 
ing dust.  We  think  that  we  are  at  an  end  to  this  kind  of  an  effort, 
and  that  brings  up  the  third  point. 

We  have  now  placed  before  you  what  we  believe  to  be  a  blueprint 
for  organizational  reform  for  the  BIA  in  the  1992  report  with  spe- 
cific recommendations  as  well  as  a  tracking  system.  Already  we 
have  implemented  a  number  of  the  recommendations,  including  the 
establishment  of  Trust  Review  and  Audit  and  Evaluation  Offices 
within  the  Secretariat,  the  creation  of  Economic  Development  and 
Gaming  Management  organizations  within  the  Bureau  of  Indian 
Affairs,  and  the  completion  of  a  comprehensive  strategic  plan  for 
trust  fund  management. 

We  have,  as  well,  proposed  an  entirely  new  budget  system  for  the 
BIA.  The  name  "tribal  budget  system"  reflects  a  major  divergence 
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volvement  in  establishing  Bureau  funding  priorities  and  increased 
control  over  the  expenditures  of  funds  appropriated  by  Congress  for 
the  operation  of  the  Bureau.  Indeed,  one  of  the  things  we  have 
said,  for  the  first  time  we  have  literally  opened  the  books  of  the 
Bureau  at  the  area  office  level. 

The  tribal  governments  served  by  the  Bureau  now  are  participat- 
ing in  budget  decisions  affecting  the  majority  of  the  Bureau's  funds. 
When  the  task  force  effort  began,  tribes  could  influence  only  about 
20  percent  of  the  Bureau's  funds.  By  the  time  the  tribal  budget  sys- 
tem will  have  been  fully  implemented  they  will  influence  at  least 
85  percent  of  those  funds. 

I  appreciate  the  opportunity  to  speak  before  the  subcommittee 
this  afternoon,  and  tnis  concludes  my  prepared  statement.  I  would 
be  happy  to  answer  any  questions  that  you  might  have  for  me. 

Mr.  Richardson.  Thank  you  very  much.  Dr.  Brown. 

[Prepared  statement  of  Dr.  Brown  follows:] 
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STATEMENT  OF  DR.  EDDIE  F.  BROWN,  ASSISTANT  SECRETARY  -  INDIAN  AFFAIRS. 
DEPARTMENT  OF  THE  INTERIOR,  BEFORE  THE  COMMITTEE  ON  NATURAL 
RESOURCES,  SUBCOMMITTEE  ON  NATIVE  AMERICAN  AFFAIRS,  U.S.  HOUSE  OF 
REPRESENTATIVES,  HEARING  ON  THE  1 992  REPORT  OF  THE  JOINT  TRIBAL/BIA/DOI 
ADVISORY  TASK  FORCE  ON  BUREAU  OF  INDIAN  AFFAIRS  REORGANIZATION. 

January  27,  1993 


Good  afternoon  Mr.  Chairman  and  members  of  the  Subcommittee.  I  am  pleased  to 
be  here  today  to  discuss  the  1992  Report  of  the  Joint  Tribal/BIA/DOl  Advisory  Task 
Force  on  Bureau  of  Indian  Affairs  Reorganization  to  the  Subcommittee. 

It  has  been  my  honor  to  serve  with  the  Honorable  Wendell  Chino,  President  of  the 
Mescalaro  Apache  Tribe,  as  Co-Chairman  of  the  Task  Force.  President  Chino's 
leadership  and  his  resolute  commitment  to  the  goals  of  the  Task  Force  enabled  us  to 
accomplish  the  positive  results  reflected  in  the  1992  Report  of  the  Task  Force. 

Of  course  the  new  Secretary  of  the  Interior,  Bruce  Babbitt,  can  be  expected  to  review 
the  initiatives  and  other  activities  I  will  outline  here.  Secretary  Babbitt  has  indicated 
that  he  places  a  high  priority  on  ensuring  the  Department  carries  out  its  responsibilities 
with  regard  to  the  Native  American  community  fairly  and  efficiently,  with  full  respect 
for  tribal  sovereignty.  Having  been  sworn  in  only  last  Friday,  however,  he  has  not  yet 
had  the  opportunity  to  be  fully  briefed  on  the  BIA  reorganization  efforts,  including  the 
activities  of  the  Joint  Tribal/BIA/DOl  Advisory  Task  Force.  Therefore,  I  am  unable  at 
this  time  to  offer  this  Subcommittee  any  specifics  concerning  what  actions  the  new 
Administration  might  take  in  this  area. 

The  Task  Force  has  furnished  a  blueprint  for  overall  reform  of  the  Bureau's  structure. 
Specific  recommendations  for  restructuring,  which  are  contained  in  the  1992  Task 
Force  Report,  have  been  developed  using  this  blueprint.  Early  in  its  deliberations,  the 
Task  Force  communicated  the  strong  desire  that  the  elected  tribal  governments  be 
granted  an  opportunity  to  assume  a  greater  role  in  making  the  decisions  that  affect 
their  membership.  The  Task  Force's  guiding  principles,  or  blueprint  for  reorganizing 
the  BIA,  place  emphasis  on  the  right  of  local  tribal  governments  to  participate  in  the 
decisions  involving  programs  administered  for  Indian  people  through  the  BIA. 

The  partnership  that  has  developed  between  the  tribes  and  the  Federal  Government 
has  already  resulted  in  about  one-half  of  the  Task  Force's  overall  recommendations 
being  implemented.  This  success  rate  is  indicative  of  the  commitment  the  tribal 
representative  members  of  the  Task  Force  to  this  effort. 

On  December  20,  1990,  the  Joint  Tribal/BIA/DOl  Advisory  Task  Force  on  Bureau  of 
Indian  Affairs  Reorganization  was  established  by  a  Charter  signed  by  the  Secretary  of 
the  Interior.  The  Secretary  appointed  36  tribal  and  seven  Federal  representatives  to 
serve  on  the  Task  Force. 
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Both  the  Congress  and  the  Secretary  of  the  Interior  worked  with  tribal  leaders  and 
Indian  organizations  to  ensure  that  the  mandate  of  the  Task  Force  and  its  membership 
reflected  the  desires  of  Indian  Country.  Principally,  the  tribes  wanted  a  participatory 
process  that  would  involve  Indian  people  in  planning  for  the  restructuring  of  the  BIA. 

From  its  first  meeting  in  January  1 991 ,  the  Task  Force  has  concentrated  on  structural 
and  management  system  reforms  within  the  BIA.  Recognizing  that  any  structural  and 
management  modifications  must  be  accompanied  by  changes  in  operational 
philosophy,  employee  attitudes,  and  internal  processes,  the  Task  Force  expanded  its 
review  and  analysis  activities  to  include  these  latter  reforms  which  are  necessary  for 
the  implementation  of  Task  Force  recommendations.  This  review  and  analysis 
resulted  in  multiple  recommendations  to  address  employee  attitudes  and  performance 
and  regulatory  guidelines.  The  analysis  also  resulted  in  the  Task  Force  drafting  a  new 
mission  statement  for  the  BIA  which  was  adopted  by  the  Task  Force  after  tribal 
review. 

The  new  mission  statement  emphasizes  the  role  of  the  BIA  in  advocating  for,  and 
protecting  the  rights  of.  Federally  recognized  tribes  including  Alaska  Native  tribes. 
This  BIA  mission  statement  maintains  and  enhances  tribal  powers  of  self-governance 
and  assists  tribes  in  defining  their  government-to-government  relationship  with  the 
United  States,  other  tribal  governments,  Alaska  Native  tribes,  and  the  various  states. 
The  BIA  mission  statement  also  recognizes  the  continuing  responsibility  of  the  BIA  to 
protect  and  enhance  tribal  resources  so  that  the  tribes  receive  the  full  benefits  from 
such  resources.  Further,  the  mission  statement  charges  the  BIA  with  securing  the 
personnel  resources  necessary  to  carry  out  BIA  responsibilities  with  full  participation 
and  consultation  of  tribes. 

Throughout  1991,  the  Task  Force  looked  at  the  current  organizational  structure, 
staffing,  resources  and  authorities  of  the  Central  Office  of  the  BIA.  The  result  is  a 
plan  which  will  make  a  more  efficient  and  responsive  Central  Office  with  increased 
responsibility  to  be  carried  out  at  the  field  level.  The  Task  Force's  plan  calls  for  the 
Assistant  Secretary  -  Indian  Affairs  (AS-IA)  to  be  a  policy  maker  and  advocate  for  the 
tribes  and  the  Commissioner  of  Indian  Affairs  to  assume  management  control  over  the 
daily  activities  of  the  BIA. 

The  Task  Force  communicated  the  guiding  principles  for  any  reorganization  of  the  BIA, 
its  conceptual  organizational  structure,  and  preliminary  recommendations  to  the 
Secretary  and  the  Congress  in  an  April  1991  Status  Report  of  Activities.  The  Status 
Report  was  mailed  to  all  tribal  leaders  and  was  used  as  an  instrument  for  further 
consultation.  In  February  1992,  the  Task  Force  reported  to  the  Secretary  and  the 
Congress  on  all  its  activities  during  the  previous  year.  The  1991  Cumulative  Report 
was  a  more  comprehensive  description  of  the  recommendations  adopted  by  the  Task 
Force  and  included  proposed  action  plans  for  implementing  these  recommendations. 
The  Cumulative  Report  was  distributed  to  all  tribes  for  their  review,  and  tribal 
comments  on  the  report  were  discussed  in  subsequent  Task  Force  meetings.  The 
recommendations  contained  in  the  1992  Report  reflect  both  the  initial  feedback  from 
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the  tribes  that  formed  the  foundation  for  the  Task  Force  recommendations  and  the 
secondary  tribal  review  of  those  recommendations. 

The  BIA  has  initiated  management  improvements  and  administrative  changes  which 
require  or  may  result  in  reorganizations.  The  Task  Force  has  requested  that  the  BIA 
present  all  such  internal  BIA  management  improvement  initiatives  and  administrative 
changes  before  the  Task  Force  for  review.  This  allows  the  Task  Force  to  determine 
whether  a  reorganization  or  an  internal  management  initiative  is  occurring,  and  it 
keeps  the  Task  Force  informed  of  all  actions  the  BIA  is  initiating.  The  Task  Force 
believes  this  process  is  necessary  to  strengthen  the  trust  between  the  tribes  and  the 
BIA  upon  which  the  consultation  process  was  built  and  to  facilitate  participation  by 
the  tribes  as  a  full  partner  in  all  improvements  that  will  take  place. 

The  management  of  Indian  trust  funds  by  the  BIA  is  a  major  concern  of  the  Task  Force 
and  the  tribal  people  the  task  force  represents.  The  Intertribal  Monitoring  Association 
on  Trust  Funds  Management  (ITMA)  and  the  Task  Force  have  succeeded  in  bringing 
together  an  alliance  of  all  major  parties  involved  in  Trust  Funds  Management.  The 
parties  included  are  tribes;  the  BIA's  Office  of  Trust  Funds  Management;  the 
Department  of  Interior's  Office  of  Policy,  Management  and  Budget;  and  the  Office  of 
Management  and  Budget  (OMB).  The  Interior  Department's  Bureau  of  Land 
Management  and  Minerals  Management  Service  as  well  as  the  Treasury  Department 
should  be  included  in  this  alliance.  The  Task  Force  plans  to  continue  to  coordinate 
with  the  ITMA  in  all  Task  Force  activities  related  to  Trust  Funds  Management  issues. 

In  September  1 991 ,  the  Task  Force  developed  models  of  two  Ideal  Agency  structures 
which  the  tribes  could  use  to  plan  for  reorganizing  the  Agencies  which  serve  them  to 
accommodate  each  tribe's  unique  needs.  The  majority  of  tribes  have  now  developed 
preliminary  plans  which  are  being  refined  for  submission  to  the  Task  Force.  The  Task 
Force  also  developed  an  Area/Agency  implementation  process  tracking  system  for  the 
plans.  This  process  permits  the  tracking  of  tribal.  Task  Force,  BIA,  and  other 
organizations'  action  on  each  plan  and  provides  the  tribes  with  an  avenue  by  which 
to  ensure  continued  Task  Force  support  to  implement  their  plans. 

The  Task  Force  has  given  the  Albuquerque  and  Sacramento  Areas  approval  to  begin 
moving  their  plans  through  the  implementation  process.  When  other  areas  are  ready, 
the  Task  Force  will  recommend  implementation  of  their  plans  also.  Of  particular  note 
is  that  this  is  a  tribally  driven  implementation  process.  The  Task  Force  does  not  have, 
nor  does  it  want,  any  control  over  what  constitutes  the  best  Agency  or  Area  plan  for 
any  particular  tribe(s).  If  the  plan  is  satisfactory  to  the  tribe(s)  which  designed  it,  the 
Task  Force  will  support  the  tribe(s)  in  seeing  that  the  plan  is  approved  and 
implemented  to  the  degree  that  is  possible  and  reasonable. 

A  new  Tribal  Budget  System  (TBS),  which  was  designed  and  recommended  by  the 
Task  Force,  has  now  been  developed  through  a  joint  effort  of  the  Task  Force,  the  BIA, 
and  the  tribes.  The  majority  of  tribes  support  the  new  TBS  budget  concept,  and  the 
Appropriations  Committees  of  the  Congress  have  adopted  the  budget  format  as 
proposed  in  the  TBS.  The  new  budget  process  and  system  will  take  several  years  to 
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fully  implement,  but  many  features  were  Incorporated  into  the  formulation  of  the  FY 
1993  and  FY  1994  budgets.  A  separate  status  report  on  implementation  of  the  TBS 
will  be  issued  in  early  Spring  1993. 

Under  the  proposed  system,  tribes  were  able  to  identify  individual  tribal  needs  and 
prioritize  BIA  programs.  As  a  result,  a  program  listing  was  developed  which  provided 
the  Bureau  with  the  top  Tribal  program  priorities  for  FY  1994.  A  similar  process  will 
be  used  in  future  years.  The  Task  Force  is  also  working  to  develop  a  "Standard 
Assessment  Methodology"  which  can  be  used  to  determine  funding  needs  of  each 
tribe. 

The  Task  Force  has  begun  to  specifically  deal  with  changes  to  the  Bureau  of  Indian 
Affairs  Manual  (BIAM),  the  Code  of  Federal  Regulations  (CFR),  and  certain  sections 
of  the  United  States  Code  (U.S.C.)  which  are  necessary  to  implement  the 
recommendations  for  reorganization.  The  Task  Force  recognizes  that  true  reform  of 
the  manner  in  which  the  BIA  conducts  its  day-to-day  business  must  be  accompanied 
with  changes  in  the  governing  documents  by  which  the  BIA  operates. 

The  Task  Force  developed  a  "Tracking  System"  designed  to  assist  Task  Force 
members  and  concerned  parties  in  monitoring  changes  that  will  need  to  be  made  to 
the  BIA  pursuant  to  the  reorganizational  effort.  This  tracking  system  will  be 
continuously  updated  to  provide  the  Task  Force  and  the  tribes  with  the  latest 
developments. 

Also,  the  Task  Force,  along  with  BIA  employees  and  Union  representatives,  have 
embarked  on  an  effort  to  identify  issues  and  problems  related  to  the  management  of 
personnel  within  the  BIA.  This  will  involve  identifying  issues  and  developing  strategies 
pertaining  to  recruitment,  retention,  training,  discipline,  and  discharge  of  employees 
within  the  BIA  system.  This  also  ties  in  with  the  present  "Total  Quality  Management" 
(TQM)  initiative  within  the  BIA  which  focuses  on  improved  service  delivery  to  the 
tribes  and  Indian  individuals. 

Several  of  the  recommendations  of  the  Task  Force  have  already  been  approved  by  the 
Department  and  are  being  implemented.  Among  these  are  the  new  Qffice  of  Audit 
and  Evaluation  and  Office  of  American  Indian  Trust  within  the  Assistant  Secretary's 
office  and  a  new  Office  of  Economic  Development  within  the  BIA.  A  restructuring  of 
the  Office  of  Trust  Funds  Management  is  being  developed  for  submission  to  the 
Secretary. 

Indian  Country  gaming  is,  and  will  play,  a  major  role  in  the  economies  of  tribes  for 
years  to  come.  The  Indian  Gaming  Regulatory  Act  (25  USC  §  2701)  established  a 
National  Indian  Gaming  Commission  to  oversee  the  more  serious  forms  of  gambling. 
Since  this  Commission  has  not  yet  become  fully  operational,  the  Indian  Gaming 
Regulatory  Act  requires  the  Bureau  of  Indian  Affairs  to  provide  interim  oversight  for 
the  regulation  of  gaming.  The  Task  Force  recommended,  and  the  Secretary  approved, 
the  establishment  of  the  Indian  Gaming  Management  Staff  within  the  BIA  to  be 
responsible  for  the  gaming  responsibilities  assigned  to  the  BIA.   The  Task  Force  will 
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continue  to  monitor  the  development  of  the  Bureau's  Indian  Gaming  Act  oversight 
capabilities  and  will  continue  to  work  with  the  gaming  Tribes  to  ensure  fairness  and 
reasonableness  in  the  development  of  the  BIA's  rules  and  regulations  for  Indian 
Gaming  Act  responsibilities. 

The  Task  Force  has  recommended  that  Pub.  L.  95-561  (the  Indian  Education  Act 
Amendments  of  1978),  be  fully  implemented.  Because  the  law,  among  other  things, 
provides  that  the  Office  of  Indian  Education  Programs  (OIEP)  may  receive  its  own 
administrative  support  and  facilities  management  services  separate  from  the  rest  of 
the  BIA,  the  Task  Force  has  recommended  that  the  tribes  in  each  area  be  allowed  to 
determine  whether  these  functions  should  be  transferred  to  the  OIEP  in  that  area. 
Based  on  the  Navajo  Nation's  request  and  the  concurrence  of  the  Task  Force,  the 
Bureau  has  moved  facilities  management  responsibilities  in  the  Navajo  Area  to  the 
OIEP,  and  the  Task  Force  has  recommended  the  transfer  of  all  administrative  support 
services  to  the  Navajo  Area  OIEP. 

Due  to  the  tribal  governments'  and  the  Task  Force's  strong  emphasis  on  economic 
development,  the  BIA  Central  Office  has  begun  to  address:  (1)  improved  collection 
of  outstanding  loans;  (2)  professionalism  with  business  and  credit  organizations;  and 
(3)  restoration  of  credibility  to  the  BIA  economic  development  effort.  The 
Appropriations  Committees  approved  the  request  to  create  an  Office  of  Economic 
Development  and  the  Office  was  established  on  October  18,  1992.  The  Task  Force 
approved  an  implementation  plan  to  regionalize  the  Credit  and  Financing  Offices  into 
six  locations  throughout  the  country.  That  reorganization  proposal  must  be  submitted 
to  the  Appropriations  Committees  for  approval. 

Economic  development  will  continue  to  be  one  of  the  Task  Force's  top  priorities  since 
this  is  a  national  priority  of  the  tribes  as  indicated  by  the  TBS  planning  process  for  the 
1994  budget. 

This  concludes  my  prepared  testimony.  I  will  be  happy  to  answer  any  questions  the 
Subcommittee  may  have. 
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Mr.  Richardson.  The  chair  would  recognize  the  gentleman  from 
Wyoming  for  any  questions. 

Mr.  Thomas.  Thank  you.  Thank  you  very  much,  Dr.  Brown.  I  am 
pleased  that  you  have  completed  this  work. 

What  is  the  basic  difference  between  this  proposal  that  has  just 
been  completed  and  the  one  that  was  done  in  1990? 

Dr.  Brown.  Well,  one  is  the  way  it  was  developed.  Clearly,  one 
of  the  first  steps  we  took — the  first  initiation  was  we  had  to  reorga- 
nize the  Bureau,  so  we  took  a  traditional  approach.  Well,  let's  bring 
some  good  thinkers  together,  let's  put  them  in  a  closet,  have  them 
come  up  with  a  blueprint  and  a  plan  and  let's  present  it  to  the 
tribes.  That  happened.  Strong  reaction  against  that.  The  major  dif- 
ference between  that  reorganization  plan  and  the  task  force  plan 
is  this  is  one  in  which  the  tribes,  and  through  a  lengthy  process 
of  consultation  and  participation  and  partnership,  have  submitted 
a  plan  in  which  there  is  a  majority  of  consensus  at  this  point  in 
time  in  the  direction  to  go  and  the  basic  guiding  principles  that 
should  be  guiding  any  reorganization.  So  that  to  me  is  perhaps  the 
major  difference. 

Mr.  Thomas.  That  is  a  difference  in  process. 

Dr.  Brown.  Yes,  sir. 

Mr.  Thomas.  Is  there  a  difference  in  substance? 

Dr.  Brown.  Yes.  I  believe  in  our  discussions  when  we  first  de- 
cided to  try  to  define  what  the  operating  principles  were,  tribes 
stood  loud  and  clear  and  said,  "One  of  the  things  we  want  to  see 
is  streamlining  at  the  top."  We  want  to  see  decision-making  down 
at  the  local  level,  and  we  want  to  see  some  flexibility  and  input  on 
the  funding  within  the  Bureau.  And  I  think  those  operating  prin- 
ciples were  the  guide  when  we  started  looking  at  the  organizational 
structure  as  well  as  decision-making  and  line  of  authority.  They 
have  guided  us  to  this  point. 

Mr.  Thomas.  Good.  That  sounds  substantive. 

From  a  cursory  look  at  it,  it  sounds  like  your  main  emphasis  was 
on  structure  and  management  systems.  As  I  mentioned  earlier,  I 
hope  there  are  also  some  fairly  clearly  defined  outcomes  that  are 
expected.  I  mean,  you  can  work  with  management  systems  until 
you  are  blue  in  the  face.  The  result  is  really  what  matters. 

Are  there  measurable  kinds  of  changes?  Could  you  come  back  in 
3  years  and  say,  "Here  is  what  we  wanted  to  accomplish  through 
these  management  changes.  Have  we  indeed  done  it,  or  have  we 
simply  changed  the  management?" 

Dr.  Brown.  I  think  we  have  a  tracking  system  that  will  track  the 
management  change  at  this  point  in  time.  However,  we  are  start- 
ing to  look  at  the  budget  and  the  needs  of  tribes,  and  we  have  initi- 
ated a  major  assessment  of  needs  within  the  Indian  community. 
That  will  be  developed  over  the  course  of  this  summer  in  working 
with  a  number  of  groups,  tribal  groups.  It  will  help  us  begin  to 
measure  and  in  some  way  try  to  determine  what  is  the  need  out 
there,  how  much  have  we  met,  how  are  we  meeting  it,  et  cetera, 
which  we  have  never  had  in  Indian  country  before.  I  think  that  is 
a  major  undertaking,  but  I  think  it  is  one  worthwhile. 

Mr.  Thomas.  Sure.  Well,  I  won't  take  much  longer.  But  it  is,  I 
think,  frankly  a  pretty  generic  flaw  in  government,  that  is  there  is 
really  no  discipline.  There  is  really  not  any  measurement  of  pro- 
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ductivity  and  success.  Clearly  a  number  of  things  aren't  the  way 
you  would  like  to  have  them.  The  economics  on  reservations  are 
not  right.  Unemployment  is  too  high.  Health  is  not  good.  Education 
hasn't  produced  the  results  we  want. 

All  I  am  saying  is  I  am  a  little  concerned  that  we  are  just  sort 
of  modernizing  the  delivery  system  to  get  the  same  results,  and  I 
hope  that  is  not  the  case. 

Dr.  Brown.  Just  let  me  respond  quickly  to  that  because  one  of 
the  efforts  that  we  have  is  what  you  call  the  whole  total  quality 
management  effort  going  on  within  the  Bureau.  Tied  to  that  right 
up  front  is,  "What  is  the  mission  statement  and  what  are  the  objec- 
tives, and  are  those  objectives  put  in  measurable  terms?"  A  good 
indicator  of  that  is  what  our  Office  of  Indian  Education  Programs 
has  set  out.  In  the  last  2  years  we  have  set  out  some  very  clear 
objectives,  for  the  first  time,  of  what  we  would  like  to  see  accom- 
plished by  the  year  2000.  Those  have  been  put  in  measurable  terms 
and  are  moving  forward.  Some  of  that  is  based  on  just  overall 
achievement  of  our  students  in  school,  and  yes,  they  are  very  meas- 
urable. 

Mr.  Thomas.  That  is  great,  and  I  won't  take  any  longer.  But  your 
mission  statement  did  seem  to  direct  itself  at  two  things:  protecting 
rights,  and  I  forgot  what  the  other  one  was.  But  they  really  didn't 
come  to  grips  with  changing  the  conditions  particularly. 

Dr.  Brown.  Yes. 

Mr.  Thomas.  So  you  apparently  have  defined  that  mission  state- 
ment further. 

Dr.  Brown.  That  mission  statement  has  been  taken  by  internal 
management  and  based  on  the  overall  mission  statement  a  more 
specific,  direct  mission  statement  has  been  identified  carrying  out 
those  principles  as  well  as  some  key  objectives. 

Mr.  Thomas.  All  right.  Thank  you.  Thank  you,  Mr.  Chairman. 

Mr.  Richardson.  I  thank  my  colleague. 

The  chair  recognizes  the  gentlelady  from  Arizona. 

Ms.  English.  Thank  you.  Dr.  Brown,  I  have  known  you  for  a 
long  time.  I  have  lived  in  Arizona  for  quite  a  while  and  have  been 
for  a  long  time  hearing  a  lot  of  complaints  about  the  BIA.  Without 
having  read  the  report,  are  there  chtinges  that  will  either  elimi- 
nate, reduce  or  consolidate  programs,  or  open  up  the  opportunity 
for  new  programs?  The  previous  question  talked  a  little  bit  about 
economic  development,  and  I  believe  that  is  a  prime  issue.  Can  you 
address  how  the  changes  in  the  mission  statement  will  really  get 
at  some  of  the  goals  of  economic  development,  and  if  there  is  con- 
solidation or  elimination  or  opportunity  for  a  new  program? 

Dr.  Brown.  There  is  all  ot  those,  and  let  me  just  take  each  one 
of  those  by  itself.  One  is  the  elimination.  Clearly  there  has  been 
concern  at  the  central  office  and  at  the  area  offices  about  how  do 
we  streamline  them,  make  them  more  supportive  of  tribal  govern- 
ments and  more  efficient  and  effective  in  their  operation.  There  are 
a  number  of  recommendations  looking  at  streamlining  the  central 
office  and  area  offices,  and  those  will  be  talked  about  later  by  the 
other  task  force  members  who  have  actually  proposed  models  and 
are  in  the  process  of  exploring  the  implementation  of  those.  Yes,  we 
do  have  examples  where  we  would  like  to  streamline  central  and 
area  offices. 
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In  the  area  of  creation  of  new  offices,  clearly  we  have.  In  the  last 
2  years  we  have  established  within  the  secretariat,  the  Assistant 
Secretary's  office,  two  critical  offices  that  have  to  do  with  the  day- 
to-day  management  of  the  Bureau.  One  is  the  Trust  Review  Office 
that  to  me  is  very  critical.  Everytime  there  is  a  decision  made  with- 
in the  Department,  many  times  those  decisions  directly  affect 
American  Indians  but  it  is  not  brought  into  the  process  within  the 
total  Department.  There  is  no  review  process  wnen  a  major  deci- 
sion is  made  on  a  waterworks  or  fish  and  wildlife  project  or  what- 
ever as  to  what  impact  it  will  have  on  Indian  people.  The  outcome 
of  that  is  usually  a  few  years  down  the  line  there  is  a  major  suit 
on  breach  of  trust,  and  the  government  then  is  fined  millions  of 
dollars  in  a  breach  of  trust  situation.  What  we  feel  is  that  that 
trust  review  needs  to  happen  right  up  front  when  things  are  being 
done  that  Indian  people  and  the  rights  of  Indian  people  are  re- 
viewed along  with  the  many  other  types  of  rights  and  legalities 
that  need  to  be  made  before  major  decisions  are  made  in  the  De- 
partment. 

The  other  one  is  an  audit  and  evaluation  component.  Now  it  may 
seem  odd  in  many  people's  minds.  How  can  a  bureau  this  large  not 
have  an  audit  and  evaluation?  But  we  did  not.  We  have  just  now 
recently  received  approval  from  Congress.  We  are  now  stamng  that 
office.  We  have  many  outstanding  audits.  We  have  been  lax  in 
many  areas  of  being  able  to  coordinate  the  kinds  of  things  that 
need  to  go  on  and  to  track  those  audits,  ensure  that  we  respond 
appropriately.  That  is  now  in  place.  So  those  are  two  key  things. 

Then  we  talk  about  the  Office  of  Economic  Development.  Tribes 
came  to  us  last  year,  saying  that  their  number  one  priority  in  the 
Indian  nation  was  economic  development.  We  have  just  recently  re- 
ceived approval  by  Congress  of  the  plan  submitted  by  the  task  force 
and  have  established,  or  are  in  the  process  of  establishing,  an  Of- 
fice of  Economic  Development. 

The  same  way  with  Indian  gaming.  We  have  been  under  much 
criticism  and  much  pressure  about  what  are  we  doing  to  monitor 
Indian  gaming.  Well,  the  reality  is  we  do  have  certain  functions  we 
must  be  doing,  and  the  fact  is  the  Bureau  was  never  recognized  as 
such,  nor  never  was  funded  as  such,  to  carry  out  those. 

As  to  review  of  the  task  force,  we  have  been  able  to  identify  what 
the  role  of  the  Bureau  should  be  and  establish  an  office,  and  we 
are  in  the  process  of  carrying  out  and  beginning  the  monitoring 
that  will  be  continual  regardless  of  when  the  commission  comes  up, 
the  Gaming  Commission. 

Those  are  some  of  the  things,  the  new  offices  and  the  new  ven- 
tures that  we  are  looking  at.  There  will  be  other  things  where  we 
will  combine.  The  Office  of  Economic  Development,  for  instance,  we 
did  not  ask  for  major  funds.  What  we  did  was  begin  to  take  a  por- 
tion that  was  in  the  office  of  trust  on  guaranteed  loans,  et  cetera, 
and  combine  them  with  some  other  components  of  planning  within 
the  Bureau  and  came  out  with  one  office,  where  we  have  been  able 
to  do  that  with  existing  funds  and  combine  some  things  to  make 
it  more  effective. 

Mr.  Richardson.  Dr.  Brown,  before  I  ask  you  a  question,  would 
you  please  submit  to  the  record  the  following:  How  much  do  area 
offices  cost  to  administer?  Which  one  is  the  most  expensive?  Which 
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is  the  least  expensive?  In  other  words  if  you  could  submit  for  the 
record  a  cost  breakdown  of  each  area  office  m  the  BIA  system. 
[The  information  follows:] 
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Additional  Information 

Requested  at  Hearing  of 

Subcommittee  on  Native  American  Affairs 


January  27,  1993 


Question:  How  much  do  Area  Offices  cost?  Provide  a  breakdown  of  costs  by  Area 
Office. 

Answer:  Within  the  BIA's  budget  the  "Area  Office  Operations"  category  provides 
most  of  the  resources  for  personnel  and  related  administrative  expenses 
for  the  non-education  functions  at  BIA's  1 2  Area  Offices.  The  FY  1 993 
appropriations  for  these  offices  totals  $46.6  million.  Thus  far,  all  but 
approximately  $0.7  million  of  that  appropriation  has  been  distributed  as 
follows: 


Area  Office 

Navajo  Area  Office 
Juneau  Area  Office 
Phoenix  Area  Office 
Aberdeen  Area  Office 
Albuquerque  Area  Office 
Portland  Area  Office 
Minneapolis  Area  Office 
Billings  Area  Office 
Anadarko  Area  Office 
Muskogee  Area  Office 
Eastern  Area  Office 
Sacramento  Area  Office 


Funding 

7,122,351 

6,101,631 

5,626,968 

5,099,852 

4,182,252 

4,118,011 

2,747,012 

2,744,581 

2,392,867 

2,184,061 

1,946,895 

1,698,023 


Includes   $1,491,216  ANILCA  and   $1,200,706   ANSCA 
funding  which  is  not  used  solely  for  Area  Office  operations. 

Central  Office  programs  also  provide  funding  from  their  appropriations 
to  support  field  staff  and  operations  at  some  of  the  Area  Offices. 
Examples  of  programs  which  are  funded  by  Central  Office  appropriations 
are  Environmental  Protection,  Forest  Development,  Land  Titles  and 
Records  Offices,  Land  Records  Im.provement,  Trust  Funds  Field 
Operations,  Child  Protection  and  Family  Violence,  ADP  Decentralized 
Support,  and  Housing  Development. 
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The  Office  of  Indian  Education  Progranns  operates  27  line  offices  in  the 
field  with  functions  similar  to  those  performed  by  the  Area  Offices  listed 
above.  The  FY  1 993  appropriation  for  these  line  offices  is  $7,260,754. 
All  but  $200,000  of  these  funds  have  been  distributed  to  the  field  as 
shown  in  the  following  table. 

Line  Office  Funding 

Laguna  Agency  107,500 

Fort  Berthold  Agency  1 1 1 ,900 

Sisseton  Agency  121,500 
Crow  Creek/Lower  Brule  Agencies         1 31 ,400 

Fort  Apache  Agency  150,400 

Rosebud  Agency  155,200 

Sacramento  Area  161,800 

Standing  Rock  Agency  1 68, 1 00 

Billings  Area  Education  176,000 

Pima  Agency  178,900 

Papago  Agency  184,800 

Turtle  Mountain  Agency  187,100 

Cheyenne  River  Agency  210,200 

Pine  Ridge  Agency  246,500 

Hopi  Agency  254,800 

Juneau  Area  255,900 

Southern  Pueblos  Agency  278,100 

Chinle  Agency  330,900 

Minneapolis  Area  Education  399,400 

Northern  Pueblos  Agency  245,100 

Eastern  States  Education  360,100 

Portland  Area  Education  360,500 

Shiprock  Agency  383,600 

Fort  Defiance  Agency  429,200 

Western  Navajo  Agency  439,900 

Oklahoma  Education  Office  445,900 

Eastern  Navajo  Agency  586,200 

Total  7,060,900 
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Mr.  Richardson.  Now,  let  me  ask  you  my  question.  Why  do  we 
need  these  area  offices? 

Dr.  Brown.  You  know,  that  was  the  subject  of  a  lot  of  discus- 
sions with  the  task  force,  and  it  was  very  open  discussion,  right  on 
the  table.  And  I  think  there  are  two  reasons.  One  is  that  we  have 
tribal  governments  that  are  developing  and  moving  forward,  and 
under  a  great  deal  of  stress  to  move  forward,  to  find  economic  de- 
velopment, to  take  a  look  at  how  do  you  protect  the  trust,  how  do 
you  protect  natural  resources,  how  do  you  develop  and  keep  all  of 
that  in  good  coordination,  that  there  is  tremendous  need  still  for 
technical  assistance  to  tribes. 

There  are  also  other  tribes  that,  because  we  have  a  continuum 
of  over  500  tribal  governments  in  the  United  States,  have  moved 
forward  faster  than  others  and  there  are  other  tribes  that  are  still 
now  providing  their  own  services  and  are  calling  upon  the  Bureau 
to  help  assist  in  providing  either  law  enforcement  services,  forest 
services,  social  services,  education  services,  et  cetera.  In  both  situa- 
tions an  area  office  can  be  very  useful  if  organized  and  operated 
properly:  one,  in  helping  us  assist  tribes  in  carrying  out  services  for 
their  citizens,  and  two,  in  providing  technical  assistance.  So  either 
way  those  are  needed. 

What  tribes  and  the  task  force  have  tried  to  do  is  to  come  up 
with  a  concept  that  will  probably  be  talked  about  later  here.  It  is 
what  we  call  designer  areas,  realizing  that  each  area  is  different 
with  tribes  at  different  levels.  And  the  question  is,  really,  how  can 
they  best  utilize  an  area  office,  rather  than  a  traditional  area  of- 
fice. If,  in  fact,  you  are  in  the  Eastern  Area  where  most  of  the  serv- 
ices are  contracted  out,  the  role  of  an  area  office,  more  so  than  run- 
ning and  operating  programs,  could  probably  be  predominantly 
technical  assistance,  and  that  is  where  the  focus  needs  to  be. 

So  that  discussion  and  those  kind  of  models  have  been  presented 
in  the  task  force  report. 

Mr.  Richardson.  So  the  task  force's  objective  is  not  necessarily 
to  phase  out  the  area  ofRces.  Is  that  accurate? 

Dr.  Brown.  At  this  point  in  time,  yes,  but  to  try  to  make  them 
more  responsive  to  and  more  effective  in  meeting  the  needs  of  the 
tribes  in  that  area. 

Mr.  Richardson.  Well,  what  if  we  redeployed  area  personnel  to 
agencies  where  the  tribes  could  use  their  expertise,  could  access 
their  expertise?  What  kind  of  savings  could  be  realized?  Wouldn't 
this  make  more  sense? 

Dr.  Brown.  There  can.  And  I  think  this  is  why  it  is  important 
to  look  at  the  models.  We  will  have  Mr.  Bemie  Teba  who — from  the 
Albuquerque  area — has  proposed  an  area  and  agency  model  and 
can  speak  to  this  in  a  little  more  depth.  In  some  areas  we  could 
think  of  where  it  could  be  less  expensive.  In  other  areas  it  may, 
however,  be  more  expensive,  where  you  may  have  one  area  office 
person  serving,  a  number  of  tribes.  If  every  tribe  or  every  agency 
decides  to  have  one  of  their  own  experts  in  forestry,  perhaps,  then 
the  cost  could  increase. 

So  that  is  why  we  are  beginning  to  take  a  look  at  models  and 
look  at  some  kind  of  cost  containment  that  could  be  applied  there. 

Mr.  Richardson.  Now,  what  about  allowing  the  tribes  to  con- 
tract for  these  positions  under  Pub.  L.  93-638— the  Indian  Self-De- 
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termination  Act?  What  if,  as  part  of  this  redeployment,  we  said. 
Okay,  as  an  effort  to  enhance  the  self-determination  concept  we 
will  let  you  proceed  with  contracting  out  under  638? 

Dr.  Brown.  Yes.  You  know,  that  is  one  of  the  basic  operating 
principles  of  how  do  we  get  programs  down  to  the  local  level  with 
the  greatest  amount  of  decision-making  and  flexibility  as  possible; 
93638  is  seen  as  one  way. 

We  also  have  another  demonstration  program  that  has  proven 
very  interesting  as  well,  and  we  are  watching  and  measuring  what 
the  changes  have  been,  and  that  is  the  self-governance  program. 
Already  we  have  approximately  27  tribes  participating  at  some 
level  in  self-governance  that  literally  takes  the  dollars,  put  it  in  al- 
most like,  if  you  want  to  call  it  that,  a  block  grant  and  allow  those 
tribes  to  move  with  the  flexibility  and  the  decision-making  at  the 
tribe/agency  level. 

Mr.  Richardson.  Well,  I  commend  you  for  that,  Dr.  Brown,  be- 
cause I  think  that  is  the  way  we  should  be  heading.  I  think  under 
this  self-governance  demonstration  project  we  are  basically  com- 
pacting directly  with  the  Interior  Department.  We  are  giving  more 
decision-making  to  the  tribes  and  Indian  Affairs,  and  that  is  why 
I  am  sajdng,  if  we  are  going  that  way,  why  do  we  need  the  regional 
offices?  It  seems  a  little  inconsistent. 

I  know  these  regional  offices  have  employment,  but  they  have  be- 
come fiefdoms.  I  just  think  we  have  got  to  bite  the  bullet  and  look 
at  some  of  the  very  good  things  you  have  suggested.  But  I  think 
unless  we  deal  with  this  area  office  concept  in  a  more  efficient 
manner,  some  of  these  problems  are  going  to  continue. 

Dr.  Brown,  why  should  we  continue  the  Joint  Tribal  Advisory 
Task  Force?  What  is  the  reasoning  behind  continuing  this?  Some 
tribes,  as  you  know,  have  expressed  concern  that  they  will  be  left 
out.  Are  we  creating  an  elite  group  of  Native  Americans  that  are 
going  to  make  all  the  decisions?  I  think  you  are  familiar  with  the 
arguments. 

What  is  your  view  about  continuing  this  task  force? 

Dr.  Brown.  As  I  said,  Mr.  Chairman  and  members  of  the  com- 
mittee, at  the  beginning  of  my  opening  statement,  I  think  we  have 
been  able  to  create  a  process  that  has  never  before  existed.  Now, 
we  must  understand  that  it  is  new  and  that  we  are  dealing  with 
over  500  tribal  governments.  And  you  know  how  hard  it  is  just  to 
deal  with  50  States,  much  less  500,  as  far  as  tribal  governments. 

So,  the  process  that  has  been  set  up  isn't  just  a  selection  of  some 
36  elite  tribal  members,  but  it  is  36  tribal  members  who  have  been 
selected  by  their  own  tribal  leaders  within  their  area  and  who  have 
been  sent  forward  to  meet  in  a  task  force.  They  meet,  and  this  is 
a  critical  component,  they  not  only  meet  there  and  discuss  what 
the  issues  are,  but  they  take  that  back  to  each  area  and  then  meet 
with  their  tribes  and  tribal  leaders  within  that  area,  have  the  dis- 
cussion and  then  bring  it  back. 

It  is  not  the  fastest  decision-making  process  in  Federal  Govern- 
ment, but  it  has  proven  to  be  the  most  effective  mechanism  I  have 
seen  thus  far  in  how  do  you  move  and  trying  to  get  the  majority 
of  tribes  to  address  key  issues,  to  make  recommendations  and  come 
to  some  kind  of  overall  consensus.  That  is  working. 
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Now,  it  is  not  working  perfectly,  because  it  is  still  new  and  I 
think  there  is  still  some  trust  testing  of  whether  or  not  we  are 
doing  this  just  to  be  doing  it  as  an  activity  or  whether  there  is  a 
real  commitment.  The  reason  why  I  think  we  need  to  continue  this 
is  because  I  have  not  seen  anything  better  in  its  place.  It  was  de- 
scribed, probably,  best  a  couple  of  days  ago  when  they  said,  you 
know,  it  seems  like  the  Federal  Grovemment  and  the  Bureau  and 
the  tribes  are  suddenly  coming  together  like  this,  and  there  is  a  lot 
of  dialogue  now  but  there  are  still  a  lot  of  unanswered  questions 
of  who  is  running  the  show,  and  how  the  decision-making  works, 
and  just  how  all  of  this  partnership  suddenly  shapes  itself  out.  I 
consider  that  positive,  needed  dialogue  and  a  forum  we  have  never 
had.  I  believe  that  by  continuing  forum,  by  not  getting  overly  bu- 
reaucratic and  nervous,  but  by  systematically  addressing  that  and 
putting  issues  on  the  table,  we  can  in  a  true  partnership  forge 
something  that  has  never  been  forged  before.  I  think  that  is  on  our 
doorstep,  and  I  think  that  is  why  you  see  the  kind  of  commitment 
from  tribal  leaders  to  this  task  force  that  has  never  been  displayed 
before. 

Mr.  Richardson.  If  you  could  also  for  the  record.  Dr.  Brown, 
please  submit  the  expenses  the  task  force  has  accrued  or  spent  up 
to  date. 

Mr.  Brown.  Yes. 

[The  information  follows:] 
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Additional  information  submitted  by  Dr.  Brown 
Question: 


Answer: 


How  much  has  been  expended  on  the  Task  Force?  Provide  a  breal<down 
of  Task  Force  expenditures. 

During  FY  1991  and  FY  1992,  the  Congress  appropriated  no  funds  for 
the  Task  Force,  and  Task  Force  operational  needs  were  taken  from 
within  the  remainder  of  the  BIA's  budget. 

Task  Force  expenditures  for  FY  1991  totaled  $300,000,  and  these  funds 
were  used  entirely  for  meeting  related  expenses  (travel  of  Task  Force 
members,  meeting  space,  recording  of  proceedings,  duplication  of 
transcripts,  supplies,  and  copy  services). 

During  FY  1992  the  Bureau  not  only  funded  the  meeting  related 
expenses  of  the  Task  Force  but  also  covered  the  costs  of  operating  the 
Tribal  Task  Force  Coordination  Office  and  those  required  to  provide  staff 
support  in  developing  the  Tribal  Budget  System.  The  following  details 
the  FY  1992  Task  Force  costs: 

Meeting  Expenses  580,000 

Area  Consultation  Expenses  240,000 

Tribal  Task  Force  Coordination  Office  248,000 

Tribal  Budget  System  Development  42,000 

Nevada  Demonstration  Project  60,000 

Total  FY  1992  1,170,000 


In  FY  1993,  the  Congress  appropriated  $495,750.  Any  additional  funds  that 
are  needed  will  come  from  available  resources  within  BIA's  appropriations.  The 
BIA  has  proposed  the  following  budget  for  the  Task  Force  for  FY  1993: 

Meeting  Expenses  250,000 

Area  Consultation  Expenses  240,000 

Tribal  Task  Force  Consultation  Office  180,000 

Tribal  Budget  System  Implementation  76,800 

Tribal  Budget  System  Research  &  Development  50,000 

Nevada  Demonstration  Project  50,000 


Total  FY  1992 


846,800 
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Mr.  Richardson.  So  you  are  basically  continuing  the  task  force 
charter  until  1994.  Is  that  accurate? 

Dr.  Brown.  Secretary  Lujan  signed  the  charter  for  2  more  years. 
Now,  I  think,  again  this  has  to  be  looked  at,  whether  it  is  going 
to  take  exactly  2  more  years  to  carry  this  out  or  what. 

Tied  to  that  is  also  the  concept  in  the  task  force  report  of  an  ad- 
visory group.  Somewhere  along  the  line  the  task  force  will  end,  but 
they  are  proposing,  and  it  has  been  proposed  very  strongly  by  the 
task  force,  that  there  be  some  kind  of  an  advisory  group  made  up 
through  the  same  kind  of  mechanism  that  can  advise  the  Assistant 
Secretary  on  major  policy  directions  for  American  Indians  in  the  fu- 
ture. 

Mr.  Richardson.  In  the  plan  itself  how  independent  will  the 
legal  counsel  be?  What  kind  of  litigation  will  the  counsel  be  in- 
volved with? 

Dr.  Brown.  I  can  address  that  generally.  I  think  Mr.  Monteau 
later  may  be  able  to  answer  a  little  more  specifically  on  that.  But 
one  of  the  major  concerns  was  how  do  you  develop  the  kind  of  coun- 
sel, because  of  the  conflict  of  interest  you  usually  get  within  the 
Department  of  Interior  when  you  get  the  different  organizations 
conflicting  with  one  another.  There  has  been  some  concern  as  to 
how  do  you  put  a  special  counsel  in  place. 

And,  if  they  were  proposing  that  special  counsel,  it  would  be 
independent  special  counsel  to  the  Assistant  Secretary  on  down  to 
the  field,  and  it  would  be  separate  from  what  is  now  called  the  So- 
licitor's Office. 

Mr.  Richardson.  I  have  a  couple  more  questions,  but  I  would 
like  to  turn  to  my  colleague  to  see  if  he  would  like  to  have  any  ad- 
ditional questions. 

Mr.  Thomas.  Thanks,  Mr.  Chairman.  I  would  just  like  to  pursue 
the  last  one  a  bit. 

How  do  you  then,  if  you  have  a  separate  counsel  dealing  with 
these  problems  and  you  came  to  rather  large  generic  questions, 
how  do  you  resolve  them? 

Dr.  Brown.  That  can  probably  be  discussed  by  some  of  the  mem- 
bers of  the  task  force,  namely,  Mr.  Harold  Monteau,  who  is  an  at- 
torney. But  let  me  say  that  that  has  raised  concern  within  the  De- 
partment. Those  questions  have  been  asked.  That  is  a  rec- 
ommendation of  the  task  force  to  the  Secretary.  That  recommenda- 
tion has  not  been  accepted.  As  it  now  stands,  there  is  going  to  be, 
I  presume,  further  discussion  in  regards  to  exactly  how  that  would 
operate. 

Mr.  Thomas.  Okay.  You  will  have  to  play  with  that  a  bit,  I  sup- 
pose. 

Dr.  Brown.  That  becomes  a  little  tricky,  particularly  when  you 
get  different  counsels  coming  to  different  kinds  of  judgments,  and 
then  particularly  if  you  go  to  court,  the  Justice  Department,  et 
cetera,  of  hov/  all  of  that  would  come  together. 

Mr.  Thomas.  You  mentioned  the  difficulty,  the  obvious  difficulty 
of  dealing  with  500  different  units  of  government.  But  what  is  your 
analysis  of  how  they  come  together  on  this  report? 

Dr.  Brown.  I  think  you  have  in  this  report  probably  what  I  con- 
sider the  greatest  consensus  we  have  ever  had  on  doing  things,  and 
let  me  just  give  you  an  example.  The  tribal  budget  system,  for  in- 
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stance.  We  have  talked.  Many  of  you  may  be  aware,  we  have  talked 
about  how  do  we  redo  that  tribal  budget  system  from  an  Indian 
priority  system  and  change  it  with  a  more  tribal  perspective.  There 
have  been  requests  to  do  that.  There  have  been  studies  that  have 
cost  us  thousands  of  dollars.  There  have  been  disagreements  and 
disappointments,  but  nothing  has  moved. 

With  the  discussion  of  a  tribal  budget  system,  the  discussion  that 
has  been  going  on,  while  there  isn't  complete  consensus  as  of  yet, 
and  we  are  still  proposing  certain  elements  of  the  tribal  budget  sys- 
tem, we  have  been  able  to  pull  together  for  the  first  time  some  very 
collective  kinds  of  meetings  and  involvement  of  tribes  at  the  area 
and  agency  level  that  has  never  happened  before.  And  we  have 
been  able  to  do  that  within  months — not  years,  but  within 
months — which  has  never  happened  before. 

The  reason  why  we  have  been  able  to  do  that  is  because  there 
has  been  good  discussion  out  in  Indian  country  and  a  coming  to- 
gether of  some  of  the  major  tribal  leaders  to  ensure  that  we  are 
doing  that,  and  their  support  for  such  an  effort  rather  than  division 
constantly  of  saying  the  tribes  don't  want  to  do  this,  the  Bureau 
wants  to  do  that.  And  in  those  areas  where  we  have  come  together 
you  have  seen  some  very  quick  and  effective  movement. 

Mr.  Thomas,  Finally,  I  guess  about  3  years  ago  when  I  first  came 
on  this  committee  I  was  involved  in  a  hearing  on  management  of 
the  trust  funds,  and  I  must  tell  you  I  was  astounded,  and  dis- 
appointed, of  course,  at  the  way  it  was  handled.  Now,  you  have 
dealt  with  it  here  in  terms  of  doing  some  things.  I  am  assuming 
and  hopeful  that  some  things  have  been  done  in  the  last  several 
years.  You  are  not  waiting  for  this  proposal  to  be  implemented  to 
do  something  about  the  management  of  trust  funds,  are  you? 

Dr.  Brown.  No,  sir.  We  have  two  concurrent  initiatives.  But  let 
me  tell  you  the  trust  funds,  as  you  have  heard,  in  hearings  in  the 
last  little  while  that  Secretary  Babbitt  has  gone  through,  has  been 
of  great  concern  to  everyone.  We  have  many,  many  people  involved 
at  various  levels  in  the  trust  funds.  I  think  for  the  first  time,  how- 
ever, we  have  an  agreement,  people  coming  together — the  tribes 
through  the  task  force  and  the  Inter-tribal  Monitoring  Association, 
the  Administration  through  PMB  and  the  Department,  0MB  and 
the  Administration,  as  well  as  certain  congressional  offices — have 
come  together  in  pulling  the  plan  together  that  looks  at  reconcili- 
ation, stabilizing  tne  current  operation  and  the  development  of  new 
systems  for  the  future. 

Those  things  are  still  not  going  as  quickly  or  fast  as  I  would  like 
them  to  be — until  we  have  some  kindf  of  overall  agreement  on  the 
strategic  plan.  Secretary  Babbitt  will  have  a  chance  in  the  next  few 
weeks  to  take  a  look  at  that  strategic  plan  and  to  put  his  response 
to  it  and  direction. 

Mr.  Thomas.  But  the  management  of  the  trust  fund  is  not  con- 
tingent upon  the  approval  of  all  these  other  kinds  of  things? 

Dr.  Brown.  No.  Currently,  we  have  restructured.  We  have  been 
having  meetings  jointly  with  the  trust  funds'  management  on  how 
do  we  bring  stability.  We  have  been  able  to  reconcile.  At  first  there 
was  that  $17  million  that  was  a  discrepancy.  That  has  been  rec- 
onciled to,  I  think,  about  $1,200,  which  is  very  good.  What  has  to 
happen,  though,  is  the  overall  reconciliation  of  the  tribal  funds  and 
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the  individual  Indian  money  accounts.  That  is  proceeding,  but  that 
is  what  Secretary  Babbitt  has  indicated  in  the  next  60  days  he  will 
be  focusing  on  specifically. 

Mr.  Thomas.  So  there  is  only  $1,000  unaccounted  for  or  missing? 

Dr.  Brown.  Overall.  But  now  you  have  got  to  take  those  down 
and  break  those  down  into  the  individual  tribal  accounts  and  the 
almost  200,000  individual  money  accounts  that  we  have,  and  that 
is  going  to  be  an  enormous  task. 

Mr.  Thomas.  Surely  it  is.  Thank  you,  sir.  Thank  you,  Mr.  Chair- 
man. 

Mr.  Richardson.  Let  me  mention  to  my  colleague  that  the  trust 
fund  issue,  which  is  very  serious  and  was  the  subject  of  some  news- 
paper reports  this  weekend,  will  be  the  subject  of  another  hearing. 
It  IS  an  issue  we  will  be  addressing  soon. 

Dr.  Brown,  you  mentioned  the  importance  of  economic  develop- 
ment. I  know  you  spent  a  lot  of  time  on  this  issue.  I  would  like  to 
know  how  you  envision  these  six  regional  credit  and  financing  of- 
fices to  operate? 

Dr.  Brown.  I  can  speak  generally.  We  have  some  better  ex- 
perts— my  colleagues  behind  me — who  have  worked  this  out  step- 
by-step.  But  generally,  one  of  the  things  we  wanted  to  do  was  to 
consolidate  some  good  technical  assistance,  and  rather  than  trying 
to  do  it  in  every  area,  how  could  we  combine  the  kind  of  expertise 
that  is  needed  when  you  have  got  to  get  a  loan  through,  you  have 
got  to  have  technical  assistance  and  it  has  got  to  be  done  in  a  time- 
ly fashion;  how  do  you  fashion  an  office  or  an  organization  to  do 
that? 

Those  six  regional  centers  would  literally  be  restaffed  and  re- 
tooled to  take  a  look  at  timeliness  and  responsiveness  in  approval 
of  loans,  in  providing  technical  expertise  in  a  timely  manner  to 
tribes,  as  well  as  beginning  to  identify  and  bring  together  those 
kinds  of  resources  that  are  available  or  could  be  available  to  tribes 
for  loans.  Many  tribes  are  saying.  Gee,  we  could  have  this  project 
if  we  could  just  find  some  way  or  some  bank  or  some  institution 
to  help  fund  that.  Gee,  if  we  only  had  somebody  out  there  kind  of 
coordinating  and  bringing  those  resources  together.  There  has  been 
a  great  deal  of  discussion  about  where  those  six  regional  offices 
would  be,  and  I  will  let  Mr,  Teba  later  on  address  that  since  he 
has  been  pretty  much  the  driving  force  on  the  task  force  in  assist- 
ing us  on  that  effort. 

Mr.  Richardson.  Dr.  Brown,  we  are  going  to  have  additional 
questions  for  you  for  the  record  that  we  will  submit.  Let  me  say 
tnat  you  are  welcome  to  stay  on  for  the  second  panel,  if  you  wish. 
We  know  you  have  many  commitments. 

In  conclusion,  if  you  had  a  central  message  to  give  to  this  sub- 
committee that  will  be  drafting  legislation  on  this  issue  in  the  days 
ahead,  what  would  be  the  three  most  important  points  you  would 
emphasize  that,  from  your  personal  judgment,  should  be  in  any 
new  legislation? 

Dr.  Brown.  In  legislation  pertaining  to  what,  specificallv? 

Mr.  Richardson.  To  the  BIA  reorganization.  I  am  thinking  glob- 
ally. 

Dr.  Brown.  The  first  would  definitely  be  how  the  office  is  struc- 
tured. Having  served  as  Assistant  Secretary  and  learned  the  hard 
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way,  it  is  clear  we  must  have  a  commissioner  in  operation  and 
helping  in  the  day-to-day  business.  It  is  totally  impossible  for  an 
Assistant  Secretary  to  do  the  budget,  legislation  and  advocacy  and 
other  work  that  has  to  be  done  with  tribes  while  taking  care  of  the 
day-to-day  operations.  I  think  we  have  seen  the  result  of  that  in 
the  Bureau. 

So  there  is  a  proposal  in  that  report  that  talks  about  how  we  can 
more  effectively  use  those  positions  for  the  day-to-day  management 
of  the  Bureau.  The  day-to-day  management  of  the  Bureau  I  think 
is  one  of  our  biggest  concerns  and  barriers  and  stumbling  blocks 
that  the  Bureau  must  deal  with  day  after  day  in  regards  to  audits, 
in  regards  to  other  kinds  of  things.  That  is  critical. 

The  second,  I  believe,  is  that  we  must  clearly  look  at  the  funding 
mechanism  for  tribes  and  begin  to  see  just  how  tribes  are  involved 
in  funding  and  the  priority-setting.  Aiid  I  think  the  tribes  have 
taken  the  leadership  and  have  presented  a  model  and  a  tribal 
budget  system  that  I  think  needs  to  be  seriously  looked  at  that  will 
allow  greater  funds  at  the  tribe/agency  level,  and  will  allow  greater 
flexibility. 

This  is  just  off  the  top  of  my  head,  these  three,  but  I  think  they 
are  critical.  The  third  would  be  taking  a  look  at  the  Bureau.  There 
has  been  so  much  criticism  about  the  Bureau  and  saying,  Is  it 
doing  its  job  or  isn't  it?  And  the  question  is — there  have  been  some 
people  saying,  Well,  dismantle  the  Bureau.  Dismantle  the  Bureau. 
One  of  the  things  and  the  positions  we  have  taken  in  the  last  few 
years  is  that  the  tribes  have  been  clear  they  are  not  supporting  the 
dismantling  of  the  Bureau.  They  want  the  Bureau  to  operate  more 
efficiently  and  effectively. 

To  do  that  I  believe  it  is  imperative  upon  the  Administration  and 
Congress  to  take  a  look  at  the  internal  management  of  the  Bureau, 
to  take  a  look  at  its  systems  and  its  funding  and  its  training  and 
capability.  I  believe  strongly  as  an  Assistant  Secretary  that  has  sat 
here  for  the  last  almost  4  years  that  the  Bureau  has  been  ignored 
over  the  last  10  to  15  years,  thinking  that  somehow  Indian  self-de- 
termination was  going  to  come  in  and  the  Bureau  would  disappear. 
And  therefore  there  has  been  little  attempt,  or  little  effort  to  try 
to  realistically  address — whether  it  is  trust  funds,  whether  it  is 
record  management  within  the  Bureau,  whether  it  is  our  Federal 
financial  system  within  the  Bureau,  there  has  been  little  effort. 
There  has  been  more  of  sweeping  under  the  carpet  of  the  problems 
and  sajdng,  Well,  eventually  those  will  go  away. 

They  have  not  gone  away.  The  Bureau  I  think  is  in  a  critical  sit- 
uation, but  I  think  the  Bureau  with  the  tribes  in  a  new  partnership 
is  capable  of  making  a  strong  Bureau  that  is  effective  and  efficient 
in  this  Federal  Government  and  that  that  needs  to  seriously  be 
looked  at  as  to  investing  in  the  Bureau. 

Mr.  Richardson.  Thank  you  very  much.  Dr.  Brown.  The  sub- 
committee, again,  appreciates  your  service,  and  we  hope  that  you 
stay  around  for  the  second  panel.  Thank  you. 

I  would  like  to  call  the  Honorable  Brian  Wallace,  Chairman  of 
the  Washoe  Tribe  of  Nevada  and  California,  and  a  member  of  the 
task  force  from  the  Phoenix  Area;  Mr.  Harold  Monteau,  Attorney, 
Monteau,  Guenther,  and  Decker,  and  Tribal  Task  Force  Coordina- 
tor in  the  Billings  Area;  Honorable  Georgia  George,  Chairwoman, 
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Suquamish  Tribe,  Seattle,  Washington,  and  member  of  the  task 
force  from  the  Portland  Area— and  very  important  political  activist; 
Bemie  Teba,  my  constituent,  Economic  Development  Specialist, 
and  a  member  of  the  task  force  from  the  Albuquerque  Area  accom- 
panied by  Mr.  James  Sizemore,  Certified  PubUc  Accountant  and 
staff  to  the  Joint  Task  Force. 

Since  your  statements  are  in  the  record,  I  request  the  witnesses 
observe  the  5-minute  rule  so  we  can  get  into  some  substantive 
questions. 

I  would  like  to  ask  Chairman  Wallace  to  start.  Mr.  Chairman, 
welcome  to  the  subcommittee. 

PANEL  CONSISTING  OF  BRIAN  WALLACE,  CHAIRMAN,  WASHOE 
TRIBE  OF  NEVADA  AND  CALIFORNIA,  AND  TASK  FORCE 
MEMBER,  PHOENIX  AREA;  HAROLD  A.  MONTEAU,  ESQ.,  AT- 
TORNEY, MONTEAU,  GUENTHER,  AND  DECKER,  AND  TRIBAL 
TASK  FORCE  COORDINATOR,  BILLINGS  AREA;  HON.  GEOR- 
GIA GEORGE,  CHAIRWOMAN  SUQUAMISH  TRIBE,  SEATTLE, 
WA,  AND  TASK  FORCE  MEMBER,  PORTLAND  AREA;  AND  BER- 
NIE  TEBA,  ECONOMIC  DEVELOPMENT  SPECIALIST,  SANTA 
CLARA  PUEBLO  AND  TASK  FORCE  MEMBER,  ALBUQUERQUE 
AREA,  AND  CHAIRMAN,  ECONOMIC  DEVELOPMENT  WORK 
GROUP,  ACCOMPANIED  BY  JAMES  SIZEMORE,  C.PA.,  TASK 
FORCE  STAFF 

STATEMENT  OF  HON.  BRIAN  WALLACE 

Mr.  Wallace.  Thank  you,  Mr.  Chairman.  I  would  first  like  to 
begin  on  behalf  of  the  tribes  in  the  Phoenix  Area  expressing  our 
deepest  gratitude  for  the  leadership  that  you  have  provided,  as  well 
as  Chairman  Miller,  and  why  we  are  here  today  with  the  new  sub- 
committee, and  I  thank  you  for  those  efforts. 

As  mentioned  in  our  testimony,  myself  is  one  of  the  members  of 
the  representatives  from  the  Phoenix  Area,  and  specifically  my  as- 
signment has  been  to  concentrate  on  some  of  the  budget  reforms 
recommendations,  which  pretty  much  at  the  field  level  where  we 
come  from  was  one  of  the  more  liveUer  subjects  in  our  relationship 
with  the  Bureau  of  Indian  Affairs. 

One  of  the  things  that  we  have  been  sincerely  and  deeply  con- 
centrating on  is  the  issue  of  flexibility  and  more  accountability  at 
the  local  level,  and  authority  at  the  local  level,  with  relation  to  in- 
volving the  tribal  groups  and  the  Bureau  personnel  at  the  field 
level,  to  have  more  substantive  material  involvement  in  the  plan- 
ning processes  regarding  setting  budget  targets  and  the  need  for 
the  tribe/agency  experience  as  it  occurs  in  Nevada  and  everywhere 
else  in  the  United  States. 

As  we  are  fully  aware,  since  the  Nixon  Administration's 
emboldening  of  the  self-determination  policy,  I  think  Congress  and 
six  administrations  have  been  struggling  with  fulfilling  and  ani- 
mating the  spirit  of  that  legislation,  and  in  the  budget  area  up  to 
now  I  think  it  has  primarily  concentrated  638  contracting,  which 
has  been  very,  very  helpful  to  us.  But  we  believe  that  there  should 
be  much  more  participation. 

In  1991  the  General  Accounting  Office  published  a  study  which 
outlined  and  specifically  focused  on  some  criticisms  as  to  the  insti- 
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tution's  effort  in  involving  tribal  governments  in  the  budgetary 
processes.  So,  in  response  to  that  the  budget  work  group  defined 
some  very  specific  goals  and  objectives  and  principles  and  boundary 
positions  on  how  the  tribal  community  in  working  with  the  Federal 
officials  would  carry  out  the  budget  formulation  and  implementa- 
tion process.  And  one  of  the  things  that  we  also  wanted  to  con- 
centrate on  was  specifically  dealing  with  the  accountability  and 
performance  and  evaluation  of  the  Federal  investment  made,  not 
only  in  the  institution  itself,  but  with  the  tribal  governments  as 
well,  at  the  tribe  field  level  and  experience. 

So  we  come  here  with  a  strong  concentration  on  planning  and 
evaluation  of  the  Federal  investment  and  how  it  is  too  occur. 

One  of  the  other  reasons  why  we  are  allowed  to  be  here  is  that 
we  have  strong  support  at  home  and  the  charter  of  why  we  are 
here,  and  that  is  to  make  a  material  difference  to  the  people  that 
we  represent,  and  hopefully  in  some  small  way  smash  the  profes- 
sional bureaucracy  and  the  status  quo  that  stands  between  us  and 
progress  and  prosperity  as  tribal  governments. 

The  new  tribal  budget  system  that  has  been  recommended  in  the 
report  provided  to  Congress  this  month  primarily  concentrates  on 
identifying  to  the  maximum  extent  possible  funding  provided  with- 
in the  budget  by  tribe  and  tribal  organization  and  location,  in  addi- 
tion to  ensuring  that  tribes  have  the  maximum  flexibility  in  plan- 
ning and  use  of  the  funds  made  available,  and  to  establish  a  recur- 
ring base  of  funds  for  each  tribe,  which  would  depend  on  the  tar- 
gets and  goals  that  are  worked  out  between  the  Congress  and  the 
Administration,  that  outline  needs  and  some  of  the  high  priorities, 
which  in  some  instances  are  two  different  things,  and  to  provide  a 
system  of  measuring  tribal  needs  in  accordance  with  rational  and 
measurable  standards,  and  organize  the  budget  to  better  reflect  the 
responsibilities  of  tribal  government. 

There  has  been  a  number  of  recommendations  that  are  provided 
to  the  Administration  as  well  as  Congress,  and  we  looked  ahead  to 
many  of  the  attributes  that  have  been  emboldened  by  the  project 
that  Dr.  Brown  outlined  in  the  self-governance  experience.  How- 
ever, there  is  much  work  that  lies  ahead  of  us;  in  particular,  in  the 
development  of  a  standardized  process  to  account  for  defining 
needs  at  the  tribe,  agency  or  field  level  and  experience. 

In  1993  the  appropriations  the  Appropriations  Committee  pro- 
vided and  improved  the  task  force  recommendations  with  relation- 
ship to  reprogramming  of  funding  and  retargeting  resources  allo- 
cated to  the  field  level  to  specific  needs  as  they  occur  throughout 
the  formulation  process  within  the  fiscal  year.  In  addition,  with  Dr. 
Brown's  support  as  well  as  those  members  of  the  task  force,  we 
have  been  able  to  develop  a  small  group  of  tribal  officials  and  tech- 
nical people  and  draw  upon  the  experience  of  officials  within  the 
Bureau  system  who  have  a  large  base  of  experience  and,  in  fact, 
have  demonstrated  an  affirmative  commitment  to  our  task. 

As  Dr.  Brown  also  talked  about,  the  level  of  consultation  has 
been  very  worthwhile  and  very  meaningful.  I  can  truly  speak  from 
my  own  experience  in  serving  on  the  task  force  that  the  informa- 
tion that  we  get  truly  does  get  home,  and  part  of  our  larger  job  is 
when  we  gather  the  information  and  the  work  that  we  do,  that 
when  we  take  it  back  it  is  truly  appreciated.  And  it  has  really 
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worked  in  our  efforts  to  provide  more  accountability  to  the  local 
tribal  agency  experience  as  well  as  us  as  tribal  leaders  working  on 
the  task  force. 

And  then  one  of  the  other  things  I  would  like  to  highlight  is  the 
partnership  with  the  Bureau  of  Indian  Affairs  At  home  I  guess  it 
could  be  characterized  by  some  people  that  I  serve  as  cats  and  dogs 
living  together.  But  actually  that  is  kind  of  how  it  is  working 
today,  and  we  are  very  proud  of  the  new  partnership  and  the  effort 
and  the  material  progress  that  we  have  made  in  this  area. 

The  advisory  team  of  employees  within  the  Bureau  has  been  very 
helpful  and  I  think  accounts  for  a  large  amount  of  the  cooperation 
and  end  results  that  we  provided  in  the  budget  report,  which  we 
will  be  polishing  up  in  our  next  meeting  here,  and  providing  to  the 
leadership  and  the  Administration  and  Congress,  I  think,  in  Feb- 
ruary or  March. 

The  specific  attribute  that  I  am  very  close  to  is  the  Nevada  Trib- 
al Demonstration  Project.  This  was  an  effort  supported  by  the  task 
force  in  direct  response  to  the  GAO  report  with  regards  to  partici- 
pation, meaningful  participation  of  the  tribal  leadership  in  the 
budget  formulation  and  planning  process,  and  I  have  brought  re- 
sults of  the  first  year  of  that  project  to  be  submitted  as  part  of  the 
record,  as  a  return  on  your  investment  and  your  confidence  in  the 
Nevada  tribes  in  their  efforts  to  working  out  some  £iffirmative  solu- 
tions in  this  area. 

With  regard  to  that  particular  project,  the  bigger  picture  basi- 
cally establishes  a  comprehensive  set  of  needs  and  strategies  across 
seven  functional  categories,  which  are  also  consistent  with  those  in 
the  budget  workbook,  with  officers  as  the  collective  multi-tribe 
planning  effort  involving  24  Nevada  tribal  governments  dealing 
with  the  long-term  planning  horizon  rather  than  just  the  specific 
fiscal  year,  year-to-year  approach.  And  what  it  has  resulted  in  is 
a  planning  that  has  grown  bigger  than  just  looking  at  the  Bureau 
budget  needs  and  the  application  of  the  budget  appropriations  proc- 
ess to  Indian  country,  but  it  has  also  included  the  Indian  Health 
Service,  the  Department  of  Agriculture,  EPA,  and  a  number  of 
other  Federal  agencies  as  well  as  State  agencies  and  local  agencies 
with  regard  to  defining  the  intergovernmental  role  on  the  reserva- 
tion. 

But  I  think  the  main  message  and  impression  that  I  would  like 
to  leave  in  closing,  and  in  my  part  of  the  testimony,  is  our  focus 
on  accountability.  And  in  particular,  the  task  force  effort  in  this 
project  emphasizes  that  accountability  is  a  two-way  street  with 
both  the  tribes  and  the  Federal  agencies  sharing  the  mandate  for 
performance  and  evaluation. 

Finally,  the  end  result  is  developing  a  more  structured  and 
meaningful  and  emboldened  government,  intergovernmental  rela- 
tionship with  the  Bureau  with  regard  to  defining  specific  budget 
needs  and  specific  strategies  to  address  those  needs  that  are  more 
solutions  than  anything  else. 

And,  in  closing,  with  that  I  would  be  very  happy  to  answer  any 
questions.  I  know  it  was  very  general,  but  I  am  trying  to  be  ac- 
countable to  your  need  for  time  here. 

Mr.  Richardson.  Thank  you,  Mr.  Chairman. 
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[Prepared  statement  of  Mr.  Wallace  and  document  entitled  "Con- 
gressional Direction— A  Backdrop  for  Budget  Reform  follow:] 
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Testimony  of  Mr.  Brian  Wallace,  Chairman, 

Washoe  Tribe  of  Nevada  and  California 

Before  the 

U.  S.  House  of  Representatives,  Committee  on  Natural  Resources 

Subcommittee  on  Native  American  Affairs 

Hearing  on  the 

1992  Report  of  the  Joint  Tribal/BIA/DOl  Advisory  Task  Force 

on  Bureau  of  Indian  Affairs  Reorganization 

January  27,  1993 


Mr.  Chairman, 

I  am  Brian  Wallace,  Chairman  of  the  Washoe  Tribe  of  Nevada  and  California,  a 
member  of  the  Task  Force  representing  the  tribes  in  the  Phoenix  Area,  and  a  member 
of  the  Task  Force  Budget  Reform  Work  Group.  I  am  pleased  to  be  here  today  to 
discuss  what  I  feel  is  an  important  step  forward  in  federal/tribal  relations  and  tribal 
Self-Determination. 

Budget  reform  has  been  long  overdue.  Since  President  Nixon  announced  the  Indian 
Self-Determination  Policy  in  1970,  and  it  became  law  in  1975,  the  Tribes,  the 
Congress  and  six  administrations  have  embraced  this  policy  which  called  for  tribal 
participation  in  decision  making.  However,  while  the  policy  preceding  the  body  of  the 
Self-Determination  Act  called  for  broad  participation  of  tribes,  the  body  of  the  law  was 
limited  to  Self-Determination  contracting.  One  of  the  most  important  aspects  of  Tribal 
decision  making,  that  of  budget,  was  not  addressed.  As  a  result,  tribal  input  and 
decision  making  in  the  federal  budget  process  was  actually  diminished  since  passage 
of  the  Act. 

This  was  recognized  by  Congress  in  1988  amendments  to  the  Indian  Self- 
Determination  Act,  which  called  for  a  report  by  Tribes  and  BIA  in  each  Area  on  needed 
changes  in  budgeting.  Congress,  further  directed  efforts  in  this  area  in  the  report 
accompanying  the  FY  1 991  appropriations  for  the  Bureau  of  Indian  Affairs.  (Excerpts 
Attached) 

The  Task  Force  has  become  the  forum  for  addressing  long  needed  reform,  and  we 
have  been  grateful  for  the  opportunity.  Our  work  was  aided  by  access  to  the  reports 
provided  by  the  Tribes  and  BIA  in  1989,  in  response  to  the  Self-Determination 
Amendments,  and  guided  by  direction  provided  by  the  Appropriations  Committee  of 
Congress.  We  have  been  working  on  this  effort  for  two  years,  and  today  I  would  like 
to  share  with  you  what  has  been  accomplished  to  date. 
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NEW  TRIBAL  BUDGET  SYSTEM  RECOMMENDED 

In  its  cumulative  report,  issued  in  February  of  1992,  tine  Task  Force  recommended  a 
new  "Tribal  Budget  System"  in  the  BIA.  This  system  would  be  consistent  with  the 
Self-Determination  Policy  and  the  federal/tribal  government-to-government 
relationship.   Principles  were  set  forth  which  would: 

Identify,  to  the  maximum  extent  possible,  the  funding  provided  within 
the  budget  with  the  Tribe,  Tribal  Organization,  school  or  location  at 
which  the  funds  allocated  and  expended. 

Ensure  that  Tribes  had  maximum  flexibility  in  the  planning  and  use  of 
funds  made  available  to  them. 

Establish  a  stable,  recurring  base  of  funds  for  each  Tribe  which  could  be 
depended  on,  and  on  which  the  Congress  and  the  Administration  would 
place  a  high  priority. 

Provide  a  system  for  measuring  tribal  needs  according  to  rational  and 
measurable  standards,  which  could  be  relied  upon  in  efforts  to  bring 
about  equity  in  funding  distribution,  and  in  evaluation  and  reporting  of 
conditions  and  progress  in  Indian  country. 

Organize  the  budget  to  better  reflect  the  responsibilities  of  Tribal 
government. 

A  number  of  other  recommendations  were  made,  including  legislative 
recommendations  to  include  budget  provisions  within  the  Self-Determination  Act. 

I  am  very  pleased  to  report  to  that  this  reform  effort  has  had  very  consistent  support 
of  the  Assistant  Secretary,  and  Deputy  Commissioner  of  Indian  Affairs,  and  many  BIA 
employees.  As  a  result,  many  of  the  recommendations  have  been  implemented  and 
are  being  institutionalized  in  the  budget  planning  process. 

1994  BUDGET  PLANNING  PROCESS 

The  BIA  worked  closely  with  the  Task  Force  to  incorporate  many  recommendations 
into  the  FY  1994  budget  planning  process.  Tribes  were  provided  with  more 
information  and  input  than  at  any  other  time  in  the  past.  The  process  culminated  in 
an  event  of  historic  significance,  which  was  a  hearing  held  by  the  Assistant  Secretary, 
Deputy  Commissioner  and  Director  of  Indian  Education,  in  which  Area  Directors  and 
Tribal  leaders  from  each  Area,  presented  testimony  on  the  BIA  budget,  prior  to  the  BIA 
budget  submission  to  the  Department.  This  hearing  was  the  first  of  its  kind  but  is  to 
be  an  annual  event. 
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APPROPRIATIONS  COMMITTEE  SUPPORT 

In  its  report  accompanying  the  FY  1 993  Appropriations,  the  appropriations  committee 
approved  the  Task  Force  recommendation  that  Tribes  be  provided  flexibility  to 
reprogram  the  funding  within  their  local  base  of  funds,  the  committee  also  reformatted 
the  budget  to  identify  funds  based  on  where  they  were  expended.  This  new  format 
goes  a  long  way  toward  making  the  budget  more  understandable.  These  decisions 
paved  the  way  for  ongoing  development  of  the  Tribal  Budget  System. 

BIA  PROGRAM  PLANNING  STAFF 

The  Task  Force  recognized  that  the  BIA  had  no  planning  staff  to  coordinate  policy  and 
budget  formulation,  or  the  development  of  the  Tribal  Budget  System.  A 
recommendation  was  made  for  a  small  planning  staff  which  will  report  directly  to  the 
Deputy  Commissioner.  This  small  but  vital  staff  will  ensure  integration  of  information 
systems,  plans  and  strategies  and  to  ensure  that  they  are  consistent  with  Tribal  input. 
It  will  work  closely  with  the  Task  Force  in  coordinating  the  development  of  all  aspects 
of  the  TBS.  This  office  is  currently  being  developed  and  is  staffed  with  temporary 
employees  assigned  from  other  offices  in  the  BIA. 

TRIBAL  CONSULTATION 

Much  of  the  effort  to  date  has  been  conceptual.  The  development  of  the  Tribal 
Budget  System  will  take  a  number  of  years  to  complete,  and  must  continue  to  evolve 
with  the  needs  of  Tribes.  The  Task  Force  is  committed  to  ensuring  all  Tribes  the 
opportunity  to  participate  fully  in  the  development  of  the  system.  Tribes  have  been 
asked  to  participate  through  meetings  and  written  responses  to  reports,  and  have 
been  asked  to  respond  to  all  of  the  recommendations  of  the  Task  Force  o  budget 
reform.  Based  on  tribal  responses  these  are  currently  being  updated  and  refined.  In 
addition  to  the  Tribal  leaders  from  each  Area  serving  on  the  Task  Force,  a  team  of 
Tribal  technical  representatives  has  been  assembled  to  assist  the  task  Force  in  training 
and  communications  in  each  area  as  well  as  to  lend  their  technical  knowledge  to  the 
design. 

A  PARTNERSHIP  WITH  BIA 

An  advisory  team  made  up  of  BIA  employees  representing  a  broad  cross  section  of  the 
BIA  is  a  formal  part  of  the  process.  Together  with  involvement  from  all  key  offices 
in  Central  Office,  this  team  will  ensure  that  knowledge  and  perspectives  are  available 
from  all  levels  as  this  effort  moves  forward.  The  Task  Force  has  enjoyed  tremendous 
support  from  BIA  employees  over  the  past  year,  and  a  spirit  of  teamwork  and 
partnership  continues  to  grow. 
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Mr.  Chairman,  I  am  sure  that  you  are  aware  that  the  BIA  has  been  one  of  the  most 
frequently  criticized  federal  agencies.  No  one  runs  to  the  newspapers  with  reports  of 
jobs  well  done.  I  would  like  to  report  that,  in  this  effort,  many  fine  BIA  employees 
have  worked  very  hard  to  help  make  the  changes  recommended  by  the  Task  Force  a 
reality.  Change  is  never  easy,  but  without  their  support  and  cooperation,  it  would  be 
far  more  difficult. 

NEVADA  DEMONSTRATION  PROJECT 

When  the  Task  Force  was  first  created,  one  of  its  main  concerns  was  to  evaluate  the 
existing  budget  system  of  the  BIA  and  find  alternatives  to  address  identified  problems. 
While  the  new  TBS  has  been  the  Task  Force's  main  alternative  to  the  budget  issues, 
the  Task  Force  also  authorized  the  pursuit  of  another  strategy  in  finding  budget 
solutions.   This  alterative  strategy  is  the  Nevada  Demonstration  Project. 

The  two  main  goals  of  the  Nevada  Demonstration  Project  are: 

1)  To  conduct  a  multi-Tribe  demonstration  on  how  to  maximize  allocation 
of  BIA  funds  and  resources  to  the  field/Agency  level  based  upon  Tribally 
defined  needs  and  priorities,  and 

2)  To  develop  and  demonstrate  strategies  to  enable  Tribes,  individually  and 
collectively,  to  increase  participation  in  intergovernmental  resource 
alternatives. 

The  Nevada  Demonstration  Project  is  being  developed  from  the  offices,  staffing, 
programs  and  funding  of  the  BIA's  Western  Nevada  Agency.  This  Agency  is  leading 
the  way  in  providing  detailed  Agency  information  and  is  the  testing  ground  for 
reprogramming  approaches. 

The  Nevada  Demonstration  Project  is  an  initiative  which  takes  a  comprehensive  and 
long-term  approach  in  defining  needs  and  developing  strategies  for  resource 
allocations  for  programs  and  services  to  Indian  people.  Not  only  are  the  traditional 
sources  of  budgetary  resources  for  Tribal  Government  operations  (i.e.  Federal 
Government  Agencies)  being  analyzed,  but  other  Federal,  State,  local,  and  private 
agencies  are  also  being  studied  for  their  possible  contributions  of  funds  for  use  by  the 
Tribes.  The  comprehensive  review  of  funding  and  services  will  enable  the  Nevada 
Tribes  to  properly  fund  and  operate:  (1)  Tribal  Government  Administrations;  (2) 
Cultural  and  aboriginal  rights  activities;  (3)  Human  resources;  (4)  Education;  (5)  Public 
Safety  and  Justice;  (6)  Community  and  Reservation  infrastructure  development;  and 
(7)  Resource  management. 
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MUCH  WORK  LIES  AHEAD 

I  don't  want  to  leave  you  withthe  impression  that  this  effort  is  near  connpletion. 
Development  of  a  system  which  measures  needs  and  conditions  in  Indian  Country  and 
includes  effective  evaluation  and  reporting  will  be  a  monumental  task  to  complete. 
It  is  an  complex  as  the  538  Indian  Tribes  and  Alaska  Native  Villages  ranging  from  the 
size  of  the  Navajo  Nation  to  the  small  California  Rancheria.  The  information  systems 
in  the  BIA  today  do  not  provide  the  information  which  will  be  needed  to  support  this 
system,  and  many  must  be  adjusted. 

PLANS  TO  MOVE  FORWARD 

As  I  speak  today,  the  Budget  Reform  Work  Group  of  the  Task  Force  is  putting  the 
finishing  touches  on  its  progress  report  for  1992  and  its  plans  and  recommendations 
for  the  coming  year.  This  report  is  to  be  issued  following  the  Task  Force  meeting  on 
February  23-25.  The  work  group  will  be  requesting  an  opportunity  to  brief  your 
Committee  on  the  report  as  soon  as  it  is  issued. 

SUMMARY 

Mr.  Chairman,  as  mentioned,  the  Task  Force  has  made  legislative  recommendations 
related  to  budget  reform  and  will  be  refining  these  in  its  February  report.  We  will  need 
the  support  of  this  Committee  to  make  some  of  the  needed  changes.  We  appreciate 
your  interest  and  the  time  to  share  this  information  with  you,  and  look  forward  to 
working  with  you  in  the  future.   Thank  you. 
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CONGRESSIONAL  DIRECTION 
A  Backdrop  for  Budget  Reform 


'Within  one  month  c^ter  enactment  of  this  section,  the  Secretary  is  mandated  to  establish 
a  team  in  each  area  of  the  Bureau  of  Indian  Affairs  which  consists  of  agency  personnel 
and  tribal  representatives  for  the  purpose  of  analyzing  the  'Indian  Priority  System'  and 
other  aspects  of  the  budgeting  and  fimding  allocation  process  of  the  Bureau  of  Indian 
Affairs  for  the  purpose  of  making  a  report  to  Congress  with  appropriate  recommendations 
for  changes  and  legislative  actions  to  achieve  greater  tribal  decision-making  authority 
over  the  use  offimds  appropriated  for  the  benefit  of  the  tribes  and  their  members.  The 
report  along  with  the  analysis,  findings  and  recommendations  of  the  area  teams  shall  be 
submitted  to  Congress  within  six  months  of  enactment  of  this  provision.  The  Secretary 
may  submit  to  Congress  separate  comments  on  the  information  and  recommendations  on 
the  report. ' 

Indian  Self-Determinatlon  Act  Amendments 
P.L.  100-472,  1988 


'The  Committee  is  very  concerned  with  the  failure  of  the  current  Indian  Priority  System 
to  meet  the  needs  of  the  tribes  in  preparing  adequate  budget  requests  to  be  submitted  to 
the  Congress.  Therefore,  the  Committee  directs  the  Department  tot  establish  a  Task 
Force  to  review  and  improve  the  tribal  budgeting  and  priority  setting  process  of  the 
Bureau.  The  members  of  the  Task  Force  should  include  tribal  as  well  as  Bureau  and 
Departmental  representatives,  and  should  be  asked  to  submit  their  recommendations  for 
a  new  system  to  the  Congress  by  April  1,  1991. 

It  is  also  apparent  from  the  magnitude  of  requests  from  tribes  to  the  Committee  that  the 
historical  allocations  of  funds  in  the  Bureau  budget  is  not  based  in  many  cases  on  any 
rational  standard  of  need,  such  as  population,  land  base,  resource  requirements,  etc. 
Therefore,  the  Bureau  is  directed  to  undertake  a  needs  assessment  and  equity  study  of  the 
80  percent  offiinds  which  the  Bureau  claims  is  made  available  from  every  Bureau  budget 
at  the  local  level,  in  order  to  determine  what  the  level  of  unmet  need  at  each  location  is, 
and  to  establish  a  basis  from  determining  the  equitable  allocation  of  any  increases  in 
fitnds  which  may  be  made  available  in  the  future.  This  report  should  be  submitted  to  the 
Committee  by  March  1,  1991. ' 

Report  Accompanying  H.R.  5769 

Department  of  the  Interior  and.  Related  Agencies 

Appropriations  Bill,  FY  1991 
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BUREAU  OF  INDIAN  AFFAIRS 

FY  1993  ENACTED  OPERATION  OF  INDIAN  PROGRAMS  BUDGET 
ToUl:  $1,342,385 
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TRIBAL  BUDGET  SYSTEM  COMPONENTS 

TRIBAL  GOVERNMENT  DECISION  MAKING 

Stable,  predictable  Tribal  Funding  Base 

Tribal  Priority  Setting 

Flexible  Use  of  Resource 

STANDARD  ASSESSMENT  METHODOLOGY 

Service  Delivery  Standards 

Calculation  of  Financing  Requirements 

Relative  Need/Funding  Assessment 

PLANNING  AND  EVALUATION 

Information  System  Report  on  Conditions 

Local  Needs  and  Goal  Setting 

Evaluation  and  Reporting 


Conceptually,  the  Tribal  Budget  System  Includes  a  number  of  key 
components.  Most  Importantly,  the  system  will  address  Tribes  as 
governments  and  support  Tribal  government  decision  making  In 
determining  how  to  best  meet  the  needs  of  their  respective 
communities.  Secondly,  the  needs  assessment,  planning,  and 
evaluation  components  of  the  system  will  focus  on  standards  for 
services  and  local  conditions. 
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Mr.  Richardson.  The  chair  recognizes  Mr.  Harold  Monteau. 
STATEMENT  OF  HAROLD  A.  MONTEAU 

Mr.  Monteau.  Thank  you,  Mr.  Chairman.  I,  too,  am  very  pleased 
to  be  able  to  address  the  initial  hearing  of  this  committee,  and  I 
am  very  delighted  that  this  committee  has  been  revived,  so  to 
speak,  after  so  many  years.  Also,  too,  I  was  glad  to  see  the  Rep- 
resentative from  my  home  district  here,  my  home  State,  Pat  Wil- 
liams. I  wish  he  would  have  been  able  to  stay,  but  I  will  try  to  keep 
in  contact  with  him  and  keep  him  briefed  on  this  process  as  we  go 
along. 

I  also  want  to  say  that  the  law  firm  that  I  work  in  in  Montana, 
my  own  law  firm,  has  an  attorney  in  it  that  is  the  Democratic  Ma- 
jority Whip  of  the  Montana  Senate,  and  I  think  I  have  voted  Demo- 
cratic except  for  the  first  election  I  ever  voted  in,  which  was  when 
President  Nixon  said  he  was  going  to  end  the  war  in  Vietnam.  So, 
if  this  truly  was  not  a  non-partisan  effort,  I  don't  think  I  would 
have  been  allowed  to  serve  on  this  task  force. 

You  asked  earlier,  or  someone  asked  earlier  about  the  differences 
between  the  Blue  Book  and  this  present  effort,  and  I  think  Dr. 
Brown,  did  hit  it  on  the  head  when  he  talked  about  the 
participatory  consultation  effort.  Well,  one  of  the  things  that  really 
differs  between  what  we  are  doing  now  and  what  was  proposed  in 
the  Blue  Book,  I  think,  is  the  decentralization  concept.  The  concept 
that  we  want  to  push  as  much  of  the  resources,  as  much  of  the 
functions  and  the  authorities  as  we  possibly  can  down  to  that  agen- 
cy level.  I  think  many  members  of  the  task  force,  tribal  members 
and  Federal  members  alike,  would  agree  with  your  concerns  in 
terms  of  the  Area  Offices.  That  is  a  very  hard  question.  It  >yas  a 
hard  question  for  us  to  address.  It  is  a  question  that  gets  politically 
hot  very  soon,  when  you  start  to  talk  about  closing  some  of  these 
Area  Offices  down. 

I  suppose  that  the  end  objective  of  tiring  to  shift  the  resources, 
the  objectives  £uid  the  functions  and  authorities  down  to  the  agency 
level  will  be  that  you  will  see,  hopefully,  a  down-sizing  of  the  Area 
Office  or  that  mid-level  of  the  Bureau  in  favor  of  an  up-sizing  at 
the  agency  level. 

I  would  hope  too  that  we  can  take  a  further  look  at  those  Area 
Offices  in  the  future  and  make  a  determination  as  to  whether  the 
administrative  offices  that  are  duplicated  in  each  of  those  12  Area 
Offices  can  in  fact  be  streamlined  and  consolidated.  Because,  you 
know,  in  this  day  and  age  of  instant  communications,  do  we  in  fact 
need  12  personnel  departments  around  the  country  for  the  Bureau 
of  Indian  Affairs?  Do  we  need,  you  know,  12  of  anything?  Can  we 
better  utilize  those  resources  by  shifting  some  to  the  agency  level 
and  then  having  a  more  direct  relationship  with  the  central  office 
here  in  DC  and  the  central  office  in  Albuquerque,  New  Mexico? 

I  think  one  of  the  recommendations  that  you  will  see  in  the  stra- 
tegic plan  for  trust  fund  management  has  that  concept  within  it. 
That  many  of  these  transactions  that  take  place  in  relation  to  trust 
fund  management  can,  in  fact,  be  accomplished  in  a  more  direct  re- 
lationship between  the  agency  level  where  the  billing,  the  collection 
take  place  and  in  the  Albuquerque  central  office,  trust  fund  man- 
agement office  where  the   investments   and  the   accounting  and 
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other  things  take  place,  and  then  back  at  the  agency  where  the  dis- 
bursements, again,  take  place.  ^  t   i  •  i  u 

That  strategic  plan,  which  I  have  given  you  a  copy  of,  I  think  has 
been  long  in  coming.  And  I  think  the  only  reason  that  you  have 
that  plan  before  you  today  is  because  the  tribes,  the  people  that  are 
involved  in  the  Inter-tribal  Monitoring  Association  on  Trust  Fund 
Management  and  the  task  force  pretty  much  demanded  that  these 
Federal  agencies.  I  think  Tadd  was  at  that,  what  we  felt  was  a 
very  historic  meeting  over  on  the  Senate  side,  where  Senator 
Inouye  basically  got  us  all  to  sit  down  together  for  the  first  time 
and  said.  You  folks  know  what  the  problems  are,  you  know  what 
some  of  the  solutions  may  be,  it  is  time  to  sit  down  and  come  up 
with  something  together,  come  up  with  a  plan  where  we  can  start 
to  address  some  of  the  problems  in  trust  fund  management.  That 
plan  may  not  be  perfect.  I  think  it  probably  will  have  the  scrutiny 
of  the  new  Secretary,  and  he  will  have  his  own  ideas  on  some  of 
the  things  that  are  within  it. 

The  leadership  on  the  task  force,  I  again  stress,  was  chosen  by 
the  tribes  out  in  the  12  administrative  areas.  Sometimes  that  par- 
ticular process  did  not  work  the  way  that  we  as  tribal  people  hoped 
it  would.  In  some  places  it  was  a  very  democratic  process,  where 
all  the  tribes'  tribal  leaders  were  able  to  have  a  say  in  who  these 
individuals  were.  In  other  places  it,  admittedly,  was  not.  And  hope- 
fully, this  time  around  with  the  new  appointments  the  democratic 
process  will  be  followed  100  percent. 

On  the  issue  of  the  independent  legal  counsel,  years  ago,  I  under- 
stand, before  I  began  my  legal  career,  there  was  a  process  of  split 
briefs,  where  there  was  a  possibility  that  the  Secretary  would  have 
an  opinion  from  the  Solicitor  that  was  diametrically  opposed  to  the 
opinion  of  the  Indian  Affairs  Solicitor,  and  then  he  had  to  make  a 
cut.  I  think  that  process  may  merit  some  relooking  at. 

I  thank  you  for  the  time.  I  hope  that  you  will  have  many  good 
questions  for  us  when  we  get  done  with  the  presentations  on  the 
panel  here. 

Mr.  Richardson.  Thank  you,  Mr.  Monteau. 

[Prepared  statement  of  Mr.  Monteau  follows:! 


153 


STATEMENT  OF  HAROLD  A.  MONTEAU  BEFORE  THE  COMMITTEE  ON  NATURAL 
RESOURCES,  SUBCOMMITTEE  ON  NATIVE  AMERICAN  AFFAIRS,  U.S.  HOUSE  OF 
REPRESENTATIVES,  HEARING  ON  THE  1992  REPORT  OF  THE  JOINT  TRIBAL/BIA/DOI 
ADVISORY  TASK  FORCE  ON  BUREAU  OF  INDIAN  AFFAIRS  REORGANIZATION. 


January  27,  1993 


Mr.  Chairman  and  Mennbers  of  the  Subcommittee  on  Native  American  Affairs,  my 
name  is  Harold  Monteau.  I  am  a  member  of  the  Chippewa  Cree  Tribe  from  Rocky 
Boy,  Montana.  I  am  an  attorney  in  private  practice  in  Great  Falls,  Montana.  I  am  one 
of  three  tribal  representatives  from  the  Billings  Area  (Montana  and  Wyoming)  selected 
to  serve  on  the  Joint  Tribal/BIA/DOl  Advisory  Task  Force  on  Bureau  of  Indian  Affairs 
Reorganization.   I  also  serve  as  Coordinator  for  the  tribal  side  of  the  Task  Force. 

It  gives  me  great  pleasure  to  have  this  opportunity  to  address  this  hearing  of  this  new 
and  important  Subcommittee  on  Native  American  Affairs.  The  creation  of  this 
Subcommittee  and  other  recent  dialogue  and  developments  give  hope  to  Native 
Americans  and  tribal  governments  that  we  will  at  last  realize  an  elevation  of  Indian 
Affairs  in  this  country  to  its  rightful  place  of  importance.  The  new  Administration  and 
members  of  the  U.S.  House  of  Representatives  and  the  U.S.  Senate  have  taken  the 
first  steps  toward  realization  of  a  true  government-to-government  relationship 
between  the  tribes  and  the  federal  government.  I  would  hope  that  one  of  those  first 
steps  will  include  the  continuation  of  the  "partnership"  approach  that  the  tribes,  the 
Department  of  the  Interior,  and  the  Bureau  of  Indian  Affairs  have  taken  to  find 
solutions  for  the  problems  currently  being  experienced  in  the  administration  of  Indian 
Affairs  within  the  federal  government. 

The  Joint  Tribal/BIA/DOl  Advisory  Task  Force  on  Bureau  of  Indian  Affairs 
Reorganization  arose  as  a  non-partisan  effort  of  the  tribal  governments  following  their 
rejection  of  the  Bl  A's  unilateral  attempt  to  reorganize  the  Bl  A  in  1 990.  The  tribes  had 
seen  many  internally  initiated  attempts  to  reorganize  the  BIA  either  fall  by  the  wayside 
or  result  in  self-serving  adjustments  to  the  bureaucracy  that  served  only  to  further 
entrench  the  present  system.  The  tribes  were  determined  that  this  time  around  it 
would  be  the  tribes  taking  the  initiative  with  the  Department  of  the  Interior  and  the 
BIA  in  a  "partnership"  role,  but  with  the  balance  of  voting  power  on  the  Task  Force 
remaining  with  the  tribal  representatives.  Consequently,  the  tribes,  acting  in  concert 
with  the  National  Congress  of  American  Indians,  requested  that  Congressional 
language  mandating  the  creation  of  the  Task  Force  be  placed  into  the  Appropriations 
Act  for  the  Department  of  the  Interior  for  fiscal  year  1991. 

After  the  language  was  passed,  the  tribes  met  with  representatives  for  the 
Department  of  the  Interior  and  the  BIA  at  a  meeting  of  the  National  Congress  of 
American  Indians  in  Albuquerque,  New  Mexico,  to  negotiate  a  charter  under  the 
Federal  Advisory  Committee  Act.    This  charter  was  issued  by  the  Secretary  of  the 
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Interior  in  December  1990  after  which  the  Secretary  asked  the  tribes  in  the  twelve 
BIA  administrative  areas  to  select  tribal  representatives  to  serve  on  the  Task  Force. 
Existing  tribal  regional  organizations  were  utilized  in  some  cases  to  facilitate  this 
selection  process.  In  other  cases,  the  BIA  Area  Directors  facilitated  a  process  of 
selecting  nominees.  The  tribes  were  informed  that  any  renewal  of  area  tribal 
representation  or  filling  of  vacancies  would  require  tribal  action  and  could  not  be 
accomplished  in  a  unilateral  fashion  by  the  Secretary  of  Interior  or  the  BIA.  This 
process  has  been  followed  as  to  replacements  made  since  the  initial  appointment  of 
tribal  representative  members  to  the  Task  Force. 

Mr.  Chairman,  as  you  know,  Secretary  Manuel  Lujan,  before  he  left  office,  authorized 
the  Task  Force  charter  for  another  two-year  period  ending  in  December  1994.  The 
new  charter  requires  that  the  tribes  in  each  of  the  12  administrative  areas  of  the  BIA 
either  reaffirm  their  current  representation  or  select  new  appointees. 

Before  I  go  into  my  testimony  regarding  the  Task  Force  consultation  process,  I  want 
to  briefly  summarize  what  I  believe  are  some  of  the  major  subject  areas  upon  which 
the  Task  Force  has  placed  emphasis. 

The  Task  Force  effort  is  guided  by  the  several  basic  parameters  as  set  forth  by  the 
tribal  leaders  and  the  BIA  in  early  meetings.  These  include  decentralization  with 
movement  of  maximum  funding  and  decision  making  to  the  Tribe/Agency  level; 
flexibility  in  reorganization  of  the  12  BIA  Area  Offices  and  90  agency  offices  to  meet 
a  wide  diversity  of  tribal  government  capacities  and  objectives;  restructuring  the 
Assistant  Secretary's  Office  and  the  Commissioner's  Office  to  better  delineate  policy 
versus  operational  authority;  improvement  of  BIA  performance  and  accountability; 
streamlining  the  Office  of  Indian  Education  Programs  to  strengthen  education 
administrative  support  and  facilities  management;  and  the  creation  by  Congress  of  a 
permanent  methodology  for  on-going  tribal  government  participation  in  policy  making 
and  program  planning  within  the  Department  of  the  Interior  and  the  BIA. 

In  the  first  two  years  of  its  charter,  the  Task  Force  has  emphasized  putting  into  place 
a  new  budget  building  process.  This  new  "Tribal  Budget  System"  (TBS)  identifies 
funding  in  the  BIA  budget  with  individual  tribes;  identifies  Pub.  L.  93-638  contracted 
funds;  makes  reprogramming  a  tribal  initiative;  makes  inflation  adjustments;  targets 
additional  resources  to  historically  under-funded  tribes;  establishes  a  "Standard 
Assessment  Methodology"  to  measure  need;  requires  the  BIA  to  appeal  tribal 
prioritization  of  funding  to  programs;  and  provides  for  disclosure  and  timely  reporting 
to  tribes  on  the  BIA  budget  and  budget  process. 

A  second  emphasis  of  the  Task  Force  has  been  to  have  the  tribes  and  the  BIA,  in  each 
of  the  12  BIA  administrative  areas,  reorganize  their  BIA  Area  Office  and  Agency 
offices  in  a  full  participatory  process.  One  Area  Plan,  Sacramento,  has  been  approved 
by  the  Task  Force  for  submission  to  the  Secretary  and  the  Congress.  It  is  anticipated 
that  approval  of  the  Albuquerque  Area,  Minneapolis  Area,  and  Eastern  Area  plans  will 
follow  in  early  1993. 
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A  third  emphasis  of  the  Task  Force  has  been  to  help  facilitate  the  resolution  of  issues 
surrounding  the  BIA's  adnninistration  of  individual  (MM)  and  tribal  trust  funds  and  the 
management  of  trust  assets.  To  this  end,  the  Task  Force  has  formed  an  alliance  with 
the  Intertribal  Monitoring  Association  on  Trust  Fund  Management  (ITMA)  to  assist  in 
developing  a  "Strategic  Plan  for  Trust  Fund  Management,"  to  continue  to  monitor  the 
reconciliation  and  audit  process,  and  to  develop  strategies  for  Phase  II  (improving  trust 
asset  management). 

A  fourth  and  probably  most  important  emphasis  of  the  Task  Force  is  the  effort  to 
review  and  make  changes  in  the  87  volume  Bureau  of  Indian  Affairs  Manual  (BIAM), 
to  make  changes  in  the  Code  of  Federal  Regulations  (CFR),  and  to  recommend 
amendments  to  the  U.S.  Code  sections  that  impact  reorganization  efforts.  The  BIAM, 
CFR  and  U.S.  Code  are  the  governing  laws,  regulations,  policies,  and  procedures  by 
which  the  BIA  operates.  They  are  also  the  source,  in  the  tribes'  opinion,  of  much  of 
the  "red  tape"  that  encumbers  decision  making  and  efficiency  within  the  BIA  and 
impedes  tribal  self-determination. 

Also,  the  tribal  leaders  and  the  BIA  have  embarked  on  an  effort  to  begin  to  identify 
issues  and  problems  related  to  the  management  of  personnel  within  the  BIA.  This  will 
involve  identifying  issues  and  developing  strategies  pertaining  to  recruitment, 
retention,  training,  discipline,  and  discharge  of  employees  within  the  BIA  system.  This 
also  ties  in  with  the  present  "Total  Quality  Management"  initiative  within  the  BIA 
which  focuses  on  improved  service  delivery  to  the  tribes  and  Indian  individuals. 

Probably  the  single  most  important  accomplishment  of  the  Task  Force  effort  has  been 
the  recognition  by  the  Federal  Administration  and  the  tribal  governments  of  a  new 
"partnership"  approach  in  the  administration  of  Indian  Affairs.  This  facilitates  the 
tribal  goal  of  self-determination  and  self-governance.  It  also  results  in  "unlocking"  the 
BIA  and  giving  tribes  access  to  timely  and  accurate  information  about  the  BIA,  its 
budget,  and  its  mission.  It  also  has  provided  the  tribes  with  a  forum  for  advancing  the 
tribal  agenda  in  Indian  Affairs.  Hopefully,  this  process  will  evolve  into  a  permanent 
process  through  proposed  legislation  which  will  assist  the  tribes  in  creating  a 
permanent  tribal  leadership  body  that  will  continuously  participate  in  policy  making 
and  consultation  at  the  highest  levels  of  government. 

Beginning  with  the  initial  meeting,  the  Task  Force  has  attempted  to  refine  and  improve 
the  methods  it  uses  to  facilitate  this  "participatory  Consultation"  process  with  the 
tribes.  It  was  apparent  from  the  early  sessions  that  the  tribal  leadership  on  the  Task 
Force  felt  uncomfortable  making  reorganization  decisions  without  taking  the 
information  back  to  the  tribal  governments  in  their  areas.  Out  of  this  concern  arose 
a  process  which  we  continue  to  utilize  to  this  date.  It  is  the  consultation  process  that 
I  will  be  addressing  today. 

During  the  early  sessions,  the  Task  Force  recognized  that  cosmetic  changes  to  the  BIA 
organizational  structure  were  not  enough.  We  recognized  that  reorganization  would 
only  be  achieved  by  examining  external  and  internal  factors  which  might  be  barriers 
to   the  Task   Force   goals   of  decentralization,   flexibility,   diversity,   streamlining, 
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enhanced  performance  and  accountability,  and  on-going  tribal  participation. 
Consequently,  the  Task  Force  adopted  the  "work  group"  approach  where  both  tribal 
and  federal  representatives  were  assigned  to  address  identified  problem  areas.  These 
work  groups  are  changed  from  time  to  time  as  problems  are  addressed,  proposals 
solidified,  and  solutions  initiated.  Currently,  the  Task  Force  has  three  permanent  work 
groups  addressing  the  Tribal  Budget  System,  the  BIAM/CFR/USC,  and  the 
implementation  of  Task  Force  recommendations.  Ad  Hoc  Committees  have 
addressed,  and  will  continue  to  address,  special  problem  areas  as  they  come  to  light. 
The  Task  Force  also  has  a  core  group  that  works  with  the  Intertribal  Monitoring 
Association  on  Trust  Funds  Management.  The  Task  Force  has  voted  to  make  the 
ITMA  a  permanent  work  group  of  the  Task  Force.  The  ITMA  Board  has  not  had  the 
opportunity  at  this  date  to  respond  to  this  invitation. 

The  current  Task  Force  process  provides  for  tribal  leader  participation  and  public 
comment  at  national  meetings.  The  Task  Force  has  also  attempted  to  assure  that  all 
Task  Force  deliberations,  information,  recommendations,  and  proposals  are  relayed  to 
the  tribal  governments  for  tribal-based  discussion.  After  each  meeting,  the  Task  Force 
issues  a  summary  of  actions  taken,  resolutions  passed,  and  other  information  to  all 
tribal  governments,  tribal  organizations,  national  Indian  organizations,  BIA  area  offices, 
BIA  agency  offices,  and  Congressional  Committees.  Periodically,  the  Task  Force 
requests  that  the  Assistant  Secretary  issue  specific  instructions  to  BIA  area  office 
staff  and  Agency  Superintendents  to  facilitate  the  information  exchange  between  the 
tribal  governments  and  the  Task  Force. 

The  Task  Force  consultation  process  is  a  "grass  roots"  participatory  effort  aimed  at 
developing  a  new  "partnership"  between  the  BIA  and  the  tribes,  the  36  tribal  leaders 
representing  the  1 2  BIA  areas  are  expected  to  facilitate  consultation  sessions  in  their 
Areas  with  the  tribal  governments  which  selected  them  to  sit  on  the  Task  Force. 
Additionally,  each  BIA  Area  Office  has  designated  a  member  of  the  Area  Director's 
staff  as  the  BIA  Area  Federal  Coordinator  for  Task  Force  related  activities.  Also  a 
designated  Office  of  Indian  Education  Programs  employee  serves  as  coordinator  for 
education  related  Task  Force  activities  in  each  Area.  These  people  are  assigned  to 
work  with  the  three  tribal  leaders  to  set  up  consultation  sessions  and  to  facilitate  the 
flow  of  information  to  the  Tribe/Agency  level. 

This  system  relies  heavily  upon  the  individual  efforts  jf  the  Area  tribal  representatives 
and  the  Area  Federal  Coordinators  along  with  the  cooperation  they  receive  from  the 
tribal  governments  and  Agency  Superintendents.  Once  Task  Force  information  is 
transferred  to  the  Tribe/Agency  level,  the  tribal  leaders,  tribal  staff,  and  BIA  agency 
staff  must  decide  upon  what  degree  of  discussion  occurs  at  that  level  and  what 
analyses  and  comments  go  back  up  through  the  system.  Each  of  the  12  BIA  areas 
have  been  allocated  funds  to  carry  out  consultation  related  activities.  The  three  Area 
tribal  representatives  are  supposed  to  determine  how  these  dollars  are  utilized.  Some 
areas  have  chosen  to  turn  these  dollars  over  to  area  tribal  organizations  or 
associations  which  are  charged  with  carrying  out  the  consultation  process.  Some 
have  chosen  to  use  these  resources  to  set  up  area  and/or  regional  sessions. 


157 


The  Tribal  Task  Force  Coordinator's  Office,  which  was  created  to  provide  direction 
and  coordination  for  Task  Force  activities  from  a  tribal  perspective,  also  has  facilitated 
the  exchange  of  information  and  comments  either  through  the  BIA's  administrative 
chain-of-command  or  through  direct  mailings  to  the  tribes  (e.g.,  the  TBS  Status  Report 
and  the  Cumulative  Report  Survey).  The  Tribal  Task  Force  Coordinator's  Office  is  also 
charged  with  working  with  Federal  Officers  on  a  day-to-day  basis  to  see  that  Task 
Force  planning  objectives  are  moving  forward.  The  Tribal  Task  Force  Coordinator's 
staff  further  participates  in  the  implementation  efforts  of  various  federal/tribal 
initiatives  including  such  matters  as  Trust  Funds  Management,  Trust  Asset 
Management,  Tribal  Budget  System,  Self-Determination,  and  Indian  Gaming. 

The  information  exchange  and  consultation  process  I  have  described  has  been  very 
successful  in  some  Areas  but  not  fully  successful  in  other  Areas.  The  process  is 
heavily  dependent  on  the  demographics  involved  in  each  Area,  the  logistical  problems 
encountered,  and  the  commitment  of  the  tribal  Task  Force  representatives,  federal 
employees,  tribal  governments,  and  tribal  leaders. 

Mr.  Chairman  and  members  of  the  Subcommittee,  although  the  consultation  process 
we  have  utilized  is  not  perfect,  it  is  probably  the  best  participatory  process  that  could 
be  put  together  given  the  logistical  problems  involved,  the  resources  available,  and  the 
non-availability  of  a  tribal  based  communication  system  in  Indian  Country.  If  we  had 
the  best  of  all  possible  worlds,  we  would  be  able  to  deliver  adequate  and  timely 
information  to  the  tribes  on  every  proposal  and  have  a  tribal  vote  on  each  proposal. 
Short  of  that,  we  can  only  rely  on  the  consensus  approach,  and  that  is  what  we  have 
done.  In  the  areas  where  we  have  experienced  problems  with  the  process,  I  think  we 
can  safely  say  that  it  appears  the  information  is  not  being  disseminated  at  the  tribal 
level  once  it  leaves  our  communication  system.  Consequently,  proper  discussions  and 
comments  at  the  grass  roots  tribal  level  may  not  be  taking  place  in  these  Areas. 
Professional  analysis  may  not  be  taking  place  in  thesr  Areas  either.  However,  in  the 
last  few  months  we  have  seen  an  increase  in  grass  roots  review  and  comment  and 
in  tribal  professional  analyses,  especially  with  relation  to  the  TBS  process.  Hopefully, 
this  signals  a  positive  development  in  the  interest  of  tribal  governments  in  the  process. 
I  suspect  that  tribal  interest  in  this  reorganization  effort  has  grown  as  tribal  leadership 
has  become  convinced  that  there  is  an  honest  commitment  on  the  part  of  the  federal 
government  to  let  the  tribes  determine  what  the  BIA  will  consist  of  and  how  it  will 
better  serve  Indian  people.  Historically,  each  new  Administration  has  embarked  on  a 
renewed  effort  to  reorganize  the  BIA.  The  present  Administration  has  the  opportunity 
of  continuing  this  Congressionally  mandated  and  tribally  driven  process  rather  than 
beginning  anew. 

In  closing,  I  would  like  to  reiterate  what  I  have  stressed  to  the  people  in  charge  of  the 
current  transition  of  government  to  the  new  Administration.  If  there  is  one 
expectation  that  we  would  have  result  from  this  reorganization  effort,  it  would  be 
"tribal  ownership."  The  end  result  should  be  that  the  tribes  will  "own"  the  BIA  and 
be  able  to  make  it  respond  to  tribal  needs  and  objectives  and  that  we  never  again 
relinquish  that  ownership  to  the  sole  control  of  the  bureaucracy. 
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Lastly,  I  would  like  to  inform  the  members  of  the  Subcommittee  and  staff  that  the 
Task  Force,  in  co-sponsorship  with  the  National  Congress  of  American  Indians,  the 
Tribal  Leader's  Forum  (AIRI),  the  Native  American  Rights  Fund,  the  National  Center 
for  Indian  Policy  Development,  the  Intertribal  Agricultural  Council,  and  the  Intertribal 
Monitoring  Association  on  Trust  Funds  Management  have  called  for  a  National  Indian 
Policy  Forum  during  the  February  Task  Force  meeting. 

Thank  you  for  this  opportunity,  and  I  look  forward  to  keeping  you  informed  as  the 
Task  Force  moves  forward  with  its  proceedings. 
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Mr.  Richardson.  Georgia  George?  Honorable  Georgia  George? 
STATEMENT  OF  HON.  GEORGIA  GEORGE 

Ms.  George.  Good  afternoon,  Mr.  Richardson,  members  of  the 
committee.  Thank  you  for  the  opportunity  to  speak  with  you  today^ 
and  also  thank  you  for  the  complimentary  adjective  of  "activism." 
Because  I  think  that  is  one  of  the  prerequisites  to  the  successes  of 
this  task  force  in  its  consultation  process  is  that  tribal  leadership 
feels  an  ownership  and  participation  in  it,  and  that  is  a  historical 
move,  a  very  first  effort,  and  I  have  really  been  pleased  and  hon- 
ored by  the  Northwest-Portland  Area  tribes  to  be  selected  as  one 
of  the  three  representatives  to  the  task  force. 

The  Portland  Area  tribes  number  42,  and  I,  the  Suquamish 
Tribe,  am  one  of  those  and  represent  a  constituency  of  750  mem- 
bers. The  42  tribes  in  the  Portland  Area  are  very  diverse.  We  are 
diverse  in  numbers.  We  range  in  size  from  250  membership  to 
7,000.  The  land  base  in  acreage  is  different.  Tribal  council  struc- 
tures, resources,  government  capacity — those  all  vary  from  tribe  to 
tribe,  and  I  think  that  is  what  has  been  the  greatest  challenge  to 
me  in  getting  input  from  the  tribes  in  the  Northwest  is  how  do  I 
hold  myself  accountable  and  responsible  for  being  the  input  mecha- 
nism for  this  task  force  and  a  national  formulated  agenda. 

And  it  has  really  been  quite  the  challenge,  and  I  have  been  en- 
couraged by  that  challenge  because  I  have  had  to  watch  tribal 
skepticism  and  criticism  turn  into  curiosity  and  to  watch  that  curi- 
osity turn  into  activism  and  participation.  And  it  is  proactive  in- 
stead of  reactive  or  negative.  And  I  think  these  are  some  of  the 
very  premises  upon  which  good  consultation  effort  takes  place  and 
becomes  successful. 

We  have  also  had  good  cooperation  with  the  Portland  Area  BIA 
office,  and  we  have  worked  with  the  Regional  Affiliated  Tribes,  the 
Northwest  Indians  organization,  in  disseminating  information.  And 
they  represent,  I  think,  at  this  time  38  dues-paying  members  of 
that  organization.  So  we  have  two  of  the  local  existing  entities  to 
assist  us  in  this  cooperative  effort. 

I  think  that  the  two  biggest  concepts  of  flexibility  and  decision- 
making at  the  lowest  level  are  key  to  any  successful  reform  in  in- 
stitution in  the  BIA.  When  you  have  tribal  governments  as  diverse 
with  religious  and  cultural  diversities  that  exist,  as  well  as  govern- 
ment structures,  it  takes  a  lot  of  time  and  energy,  and  you  have 
to  be  sensitive  to  those  variances  and  respond  to  them. 

Some  tribal  governments  in  the  Northwest  meet  on  a  voluntary 
basis  every  other  Monday  night  for  3  hours.  Some  tribal  govern- 
ments have  fully  paid  Council  representatives  who  are  elected  and 
have  a  staff  and  meet  daily,  and  have  constituents  of  ud  to  8,000. 
So  when  we  talk  about  an  institutional  structure  we  really  need  to 
highlight  flexibility  because  the  smallest  tribe  is  just  as  important 
as  the  biggest  tribe.  Sovereign  nations  and  their  concerns  are  all 
the  same,  and  we  need  to  have  a  process  and  institution  that  is  re- 
ceptive to  those  needs. 

So  my  part  has  kind  of  been  interesting.  In  dealing  with  the  di- 
versity, it  has  widened  my  eyes  also  and  given  me  an  education. 

One  thing  I  would  like  to  continue  requesting  from  Congress  and 
the  Administration  is  more  support  from  offices  like  0MB  and 
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other  Federal  agencies  that  have  to  deal  with  Indian  issues  and 
have  Indian  policies  and  Indian  programs  and  Indian  constituents 
that  they  serve.  And,  as  we  get  into  the  implementation  phase  of 
this  task  force,  when  the  rubber  meets  the  road,  as  they  say,  the 
question  and  challenge  is  going  to  be  not  only  in  Indian  country, 
because  we  would  have  done  our  homework.  We  will  withstand  the 
criticism.  We  will  turn  all  of  the  positive  efforts  we  can  and  for- 
ward that  to  this  Administration  and  to  this  Congress,  and  sooner 
or  later  everybody  is  going  to  have  to  join  in  on  this  because  this 
Congress  and  other  Congresses  have  also  sat  back  and  just  did 
nothing  except  negatively  criticize  Bureau  operations.  Never  high- 
lighted tribal  successes.  Never  looked  at  what  positive  efforts  and 
responsible  Indian  governments  exist  out  there.  I  think  that  this 
Congress  has  a  responsibility  to  do  that.  Because  any  Congressman 
can  set  up  and  get  his  name  in  the  newspaper  criticizing  Bureau 
activities,  and  so  can  I  as  a  tribal  leader.  What  good  does  that  do 
in  terms  of  our  public  service?  And  what  we  really  stand  for  is 
elected  leaders  who  are  responsible. 

Some  of  these  types  of  concepts  and  concerns,  I  think,  are  what 
are  on  the  minds  of  all  the  tribal  leaders  that  meet  on  this  task 
force  regularly.  We  do  have  an  upcoming  session  scheduled  for  the 
end  of  February  in  Vienna,  Virginia,  at  which  we  have  invited  sev- 
eral national  Indian  organizations  to  participate.  They  will  cospon- 
sor  a  National  Indian  Policy  Forum  on  the  BIA  Task  Force  and  our 
work,  and  that  includes  the  NCAI  and  the  American  Indian  Re- 
source Institute,  the  Tribal  Leaders  Forum,  and  several  other  na- 
tional organizations,  and  we  are  still  getting  more.  So  we  are  ex- 
panding this  information  out  to  as  many  bases  of  dissemination  as 
we  can. 

I  think  the  bottom  line  is  we  need  to  continue  this  effort  of  insti- 
tutional change.  We  need  to  do  everything  we  can  to  alleviate  pa- 
ternalism on  behalf  of  the  bureaucracy,  and  we  also  need  to  look 
at  this  as  responsible  tribal  governments  and  look  at  what  we  need 
to  do  to  be  held  accountable.  Because  paternalism  is  a  two-way 
street.  It  is  a  mind-set.  And  once  those  ties  are  severed  and  you 
truly  have  sovereign-thinking  nations  it  is  going  to  be  up  to  the 
tribal  governments  also  to  be  part  of  that  growth  process  to  achieve 
true  self-determination  and  self-governance. 

I  have  just  been  very  pleased  that  I  have  had  a  part  in  this  task 
force,  and  look  forward  to  its  continued  efforts. 

Thank  you. 

Mr.  Richardson.  Mr.  Teba? 

STATEMENT  OF  BERNIE  TEBA 

Mr.  Teba.  Thank  you,  Mr.  Chairman. 

Again,  my  name  for  the  record  is  Bemie  Teba.  I  am  the  Eco- 
nomic Development  Specialist  for  the  Pueblo  of  Santa  Clara  in  New 
Mexico. 

Before  I  get  into  my  testimony,  I  also  want  to  note  that  I  have 
provided  written  testimony  for  the  record,  and  before  I  get  into  that 
I  would  like  to  state  on  behalf  of  Governor  Walter  Dashnoe  of 
Santa  Clara  Pueblo  and  send  his  regards  and  congratulations  on 
your  appointment  to  chair  this  subcommittee. 


161 

Specifically,  I  would  like  to  focus  on  two  issues,  two  critical  is- 
sues that  I  am  involved  in  as  part  of  the  Reorganization  Task 
Force,  and  one  of  them  is  the  area  agency  reorganization.  Albu- 
querque Area  was  selected  by  the  task  force  as  a  pilot  demonstra- 
tion project.  We  at  Albuquerque  Area  have  taken  the  approach  that 
we  would  like  to  develop  a  process-oriented  approach  to  reorganiz- 
ing the  Albuquerque  Area  Office. 

In  that  regard,  we  have  had  a  series  of  meetings  with  the  23 
tribal  groups  in  the  Albuquerque  area.  The  decision  of  the  Albu- 
querque area  tribes  was  to  look  at  the  concept  of  establishing  a  re- 
gional technical  assistance  center,  in  essence  transforming  the  Al- 
buquerque Area  Office  from  a  line  management  office  to  a  technical 
support  center. 

We  take  the  position  at  the  tribal  level  that  agencies  need  to  de- 
velop the  capability.  If  one  of  the  primary  missions  of  the  BIA  is 
service  delivery  and  maintenance  of  the  trust  responsibility,  we  feel 
that  it  must  occur  at  the  service  level,  which  is  the  tribe  level  and 
the  agency  level.  So  in  that  regard,  we  are  going  through  a  process 
of  identifying  area  resources,  area  functions,  area  authorities,  that 
can  be  transferred  to  the  agency  level. 

We  have  gone  through  an  extensive  process,  and  we  feel  it  is  an 
objective  approach,  and  we  have  provided  a  report  to  the  task  force, 
the  idea  being  that  the  process  that  Albuquerque  Area  develops 
can  be  replicated  and  other  tribes  in  other  areas  may  want  to  take 
the  approach  that  we  have  taken,  so  we  are  documenting  the  meth- 
odology and  the  approach  that  we  are  taking  to  ensure  that  in  the 
event  that  other  tribes  want  to  take  the  same  approach,  that  we 
have  an  approach  that  is  documented. 

The  Albuquerque  tribes  again  take  the  position  that 
micromanagement  has  been  one  of  the  problems,  and  we  feel  that 
management  issues  definitely  need  to  be  addressed.  Without  ad- 
dressing management  issues,  we  feel  that  quality  assurance  issues 
that  tribes  need  to  address  can't  be  addressed  because  those  sys- 
tems simply  are  not  in  place  at  the  agency  level  and  at  the  tribe 
level. 

We  also  take  the  position  that  this  process  we  are  going  through 
will  strengthen  tribal  self-determination,  the  premise  being  that  if 
you  have  the  resources  at  the  agency  level,  tribes  will  seriously 
begin  to  look  at  self-determination  contracting  as  an  option,  be- 
cause one  of  the  reasons  why  tribes  do  not  contract  is  simply  be- 
cause the  resources  just  are  not  available  at  the  agency  level,  and 
so  we  strongly  feel  that  this  will  allow  tribes  to  bring  those  re- 
sources down  fi*om  the  area  to  the  agency  tribe  level.  So  it  is  going 
to  strengthen  our  ability  to  begin  looking  at  self-determination. 

So  we  simply  were  going  through  an  in-depth,  detailed  process 
in  reorganizing  the  Albuquerque  Area  Office  and  began  turning 
that  office  into  a  technical  resource  center.  We  have  developed  a 
detailed  area  plan.  We  are  planning  to  meet  with  the  Albuquerque 
tribes  on  February  18,  present  them  with  the  concepts,  present 
them  with  the  plan,  and  upon  their  review,  adoption,  present  that 
to  the  February  23-24  meeting  of  the  National  Task  Force  and  re- 
quest their  support  and  adoption  so  we  can  forward  our  plan  to 
Congress  and  begin  implementing  the  Albuquerque  Area  plan. 
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The  other  activity  that  I  am  involved  in  on  the  task  force  is  hav- 
ing to  deal  with  economic  development.  Being  specifically  involved 
at  the  tribe  level  with  economic  development,  there  are  a  number 
of  problems  that  we  have  identified  at  the  tribe  level.  Additionally, 
tribes  throughout  the  country  have  identified  those  same  issues, 
and  specifically  we  felt  that  the  BIA  simply  does  not  have  the  ex- 
pertise, the  capability,  the  capacity  to  begin  addressing  and  coming 
up  with  a  comprehensive  economic  development  strategy.  So  in 
that  regard,  we  made  a  recommendation  to  establish  an  Office  of 
Economic  Development  to  begin  creating  that  capability  and  that 
capacity. 

One  of  the  constraints  that  we  were  working  under  was  that 
were  to  use  existing  resources.  So  one  of  the  recommendations  as 
part  of  the  Office  of  Economic  Development  was  to  establish  six  re- 
gional credit  and  financing  offices.  Again,  we  were  operating  under 
the  premise  that  we  are  dealing  with  limited  financial  resources, 
so  rather  than  having  12  mediocre  credit  and  financing  offices,  we 
felt  that  we  needed  to  have  6  strong  functioning  credit  and  financ- 
ing programs  to  serve  the  needs  of  the  tribes  and  have  a  stream- 
lined decision-making  process  essentially  modeled  after  the  bank- 
ing system. 

A  lot  of  times,  reasons  why  tribes  do  not  move  forward  on 
projects  is  because  of  the  amount  of  time  it  takes  to  receive  a  deci- 
sion on  funding  through  the  BIA  financing  programs. 

I  have  got  a  number  of  other  things  I  would  like  to  address,  but 
my  time  has  run  out,  so  in  closing  I  would  just  state  that  the  proc- 
ess the  task  force  is  going  through  we  feel  is  a  historical  event.  It 
is  the  first  time  in  the  history  of  BIA  reorganization  that  tribes  are 
actually  involved  in  the  process,  and  whether  it  is  the  task  force 
or  some  other  process,  I  would  strongly  recommend  that  this  proc- 
ess be  institutionalized. 

Thank  you,  Mr.  Chairman. 

[The  prepared  statement  of  Mr.  Teba  follows:] 
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STATEMENT  OF  BERNIE  TEBA,  ECONOMIC  DEVELOPMENT 
SPECIALIST,  PUEBLO  OF  SANTA  CLARA,  NEW  MEXICO  BEFORE 
THE  COMMITTEE  ON  NATURAL  RESOURCES,  SUBCOMMITTEE 

ON  NATIVE  American  affairs,  u.  s.  house  of 

REPRESENTATIVES,  HEARING  ON  THE  1992  REPORT  OF  THE 
JOINT  TRIBAL/BL\/DOI  ADVISORY  TASK  FORCE  ON  BUREAU 
OF  INDIAN  AFFAIRS  REORGANIZATION 

JANUARY  27,1993 

Mr.  Chairman  and  Members  of  the  Subcommittee,  my  name  is  Bemie 
Teba.  I  am  the  Economic  Development  Specialist  for  the  Pueblo  of 
Santa  Clara  in  New  Mexico.  1  am  one  of  the  three  representatives 
from  the  Albuquerque  Area  selected  by  the  Albuquerque  Area 
Tribes  to  serve  on  the  Tribal/BD\/DOI  Advisory  Task  Force  on  BIA 
Reorganization. 

1  would  like  to  thank  the  Subcommitte  for  allowing  me  this 
opportunity  to  provide  testimony  on  the  Joint  Tribal/BIA/DOI 
Advisory  Task  Force  on  Bureau  of  Indian  Affairs  Reorganization. 

I  am  directly  involved  in  working  with  the  Albuquerque  Area  Tribes 
and  BL^  Area  and  Agency  staff  to  develop  a  process  and  plan  to 
implement  reorganization  recommendations  for  the  BIA 
Reorganization  Task  Force.  The  Albuquerque  Area  was  chosen  by  the 
Task  Force  as  one  of  two  Areas  identified  as  pilot,  demonstration 
projects  to  begin  the  process  of  developing  an  Area  reorganization 
plan.  This  plan  will  not  only  serve  as  a  model  for  the  rest  of  the 
country,  but  will  create  a  process  that  Tribes  in  other  Areas  can  use 
in  creating  their  own  reorganized  Area  Offices. 

The  Albuquerque  Area  Tribes  have  decided  to  reorganize  the  Area 
Office  into  a  Regional  Technical  Service  Center  by  taking  a  process 
oriented  approach.  The  basic  premise  is  that  this  approach  is  going  to 
be  Tribally  driven  with  the  Albuquerque  Area  Tribes  making  the 
decisions  on  what  functions  the  Agency  Offices  wiU  assume.  In  order 
for  the  Tribes  to  make  the  best  decisions  they  could,  a  data  base  has 
been  established  consisting  of  functions,  workload  analysis,  staffing, 
resources  and  authorities  located  at  the  Area  Office.  Past  efforts  at 
Area  Reorganization  have  been  less  than  successful  due  to  the  fact 
that  Tribes  were  not  direcUy  involved  in  the  decision-making  nor 
were  Tribes  provided  sufficent  information  to  make  well-informed 
decisions.  The  process  taken  by  the  Albuquerque  Area  Tribes 
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addresses  jthese  critical  determinants.  For  tlie  first  time  in  the  history 
of  Area  Reorganization  Albuquerque  Area  tribes  are  directly 
involved  in  the  process  of  Area  Office  reorganization. 

Once  the  information  in  the  database  was  given  to  the  Tribes,  the 
Tribes  made  their  decidions  on  what  functions,  Area  resources  and 
authorities  they  wanted  to  assume  at  their  Agency  location.  The 
Albuquerque  Area  Tribes  strongly  take  the  position  that  in  order  for 
service  delivery  to  be  effective  resources,  authorities  and  decision- 
making must  occur  at  the  Agency  and  Tribe  level.  To  implement  true 
self-determination,  resources  must  be  available  at  the  Agency  level. 

The  Albuquerque  Area  Tribes  have  developed  tribal-specific  Agency 
Action  Plans  designed  to  identify  the  services  to  be  assumed  from 
the  Area  Office.  These  Agency  Decision  Profiles  developed  for  each  of 
the  nine  (9)  BIA  Albuquerque  Agency  Offices  also  identifiy  resources 
and  authorities  required  for  implementation.  The  Albuquerque  Area 
Plan  takes  a  phased  approach  to  implementation.  Phase  I  decisions 
will  be  implemented  during  FY  1994  and  will  require  no  additional 
resources  with  identified  delegation  of  additonal  authorities  down  to 
the  Agency  level.  Phase  11  decisions  will  be  implemented  during  FY 
1994  and  will  require  the  reallocation  of  Albuquerque  Area  Office 
functions,  services,  authorities  and  resources  down  to  the  Agency 
level.  Our  database  identified  that  of  the  approximately  FY  92  $  88.5 
million  allocated  to  the  Albuquerque  Area  approximately  $  35 
million  actually  comes  down  to  the  Agency/Tribe  operations-decision 
level.  It  must  be  stated  that  the  majority  of  the  FY  92  $  88.5  miUion 
does  represent  direct  services  to  the  Tribes.  The  Decision  Profiles 
definitively  provide  the  reorganized  Technical  Assistance  Center 
configuration. 

Mr.  Chairman  and  Members  of  the  Subcommittee,  a  draft 
Albuquerque  Area  Regional  Technical  Assistance  Center  Plan  has 
been  developed  and  upon  presentation  to  the  23  Albuquerque  Area 
Tribes  on  February  18,1993  and  upon  action  by  the  Albuquerque 
Area  Tribes,  the  three  Tribal  Task  Force  representatives  will  present 
the  Albuquerque  Area  Plan  at  the  February  22,23  &  24,  1993 
meeeting  of  the  Joint  Tribal/BlA/DOl  Advisory  Task  Force  on  BIA 
Reorganization.  Mr.  Chairman  and  Members  of  the  Subcommitte  time 
constriants  do  not  allow  me  to  discuss  and  present  the  entire 
proposed  Albuquerque  Area  Plan  in  detail,  however,  we  will  provide 
a  copy  to  the  Subcommittee. 
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As  a  member  of  the  Task  Force  I  am  also  the  Chairman  of  the 
Economic  Development  Work  Group.  Specifically  the  Economic 
Development  subgroup  has  made  two  major  recommendations  to  the 
Task  Force.  ' — 

One  of  the  recormnendations  made  in  1991  was  to  estabhsh  a  single 
organization  within  the  Bureau  of  Indian  Affairs  to  be  specifically 
responsible  for  economic  development  activities.  Tribes  throughout 
the  country  have  expressed  a  strong  desire  to  upgrade,  improve  and 
establish  an  effective,  coordinated  economic  development  function 
within  the  BIA. 

The  Office  of  Economic  Development  has  now  been  established  and  is 
being  staffed  to  execute  the  reponsibilities  previously  divided 
between  the  Office  of  Trust  Responsibilities  and  the  Office  of  Tribal 
Services  within  the  BIA  Headquarters.  Three  major  components  of 
the  BIA's  economic  development  role  are  reflected  in  the  internal 
structure  of  this  new  office: 

o        Financial  Assistance  to  enable  Indian  enterprises  and 
entrepreneurs  to  obtain  adeauate  funding  resources  to 
establish  and  maintain  economic  enterprises; 

o        Indian  Business  Utilization  to  ensure  that  enterprises 

have  adequate  opportunity  to  successfully  compete  in  the 
business  world;  and 

o        Job  Placement  and  Training  to  foster  employment. 

An  effective,  comprehensive  economic  development  strategy  must 
include  organizational  capacity  and  capabiUty  development.  The  Task 
Force  felt  that  reorganization  and  estabUshment  of  an  Office  of 
Economic  Development  is  required  to  address  Tribal  economic 
development  strategies. 

The  second  recommendation  is  to  establish  six  regional  Credit  and 
Financing  Offices.  These  will  be  formed  by  consolidating  existing 
credit  and  finance  resources  assigned  to  the  twelve  Area  Offices.  An 
implementation  plan  to  approve  the  regional  concept  has  been 
adopted  by  the  Task  Force.  The  proposal  to  estabhsh  these  regional 
Credit  and  Financing  Offices  will  be  submitted  to  the  Department  and 
Congress  for  final  approval. 
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In  closing  I  would  like  to  recommend  that  this  Subcommitte  support 
continuation  of  the  Joint  Tribal/BIA/DOl  Advisory  Task  Force  on  BIA 
Reorganizatien. 

I  would  hke  to  again  thank-you  Mr.  Chairman  and  members  of  the 
the  Subcommittee  for  allowing  me  this  opportunity  to  provide 
testimony. 
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Mr.  Richardson.  Thank  you  very  much,  Mr.  Teba. 

Mr.  Sizemore,  you  don't  have  a  statement,  do  you?  You  are  avail- 
able for  questions? 

Mr.  Sizemore.  That  is  correct,  Mr.  Chairman. 

Mr.  Richardson.  Thank  you. 

The  chair  would  like  to  recognize  my  colleague  from  Wyoming. 

Mr.  Thomas.  Thank  you,  Mr.  Chairman. 

I'm  sorry  I  had  to  step  out  briefly. 

Mr.  Wallace,  I  understand  you  spoke  to  the  question  of  account- 
ability. 

Mr.  Wallace.  Yes,  I  did. 

Mr.  Thomas.  Could  you  define  a  little  more  how  you  would  de- 
velop accountability,  say,  at  the  tribal  level.  What  are  you  talking 
about? 

Mr.  Wallace.  Let  me  back  into  this  one.  Speaking  from  the  field 
experience  which  I  am  most  literate  with,  what  we  have  been  in- 
volved in  is  sitting  down  the  agency  superintendent  and  his  branch 
chiefs  with  regard  to  working  in  a  planning  process.  We  conducted 
about  five  basic  workshops  with,  for  instance,  all  the  Nevada  tribes 
throughout  last  year  and  primarily  first  sat  down  and  talked  about 
the  boundary  conditions  and  principles  for  which  we  were  to  come 
up  with  a  better  relationship  to  be  more  accountable,  the  client,  the 
people  we  represent  and  whom  we  are  serving. 

We  assessed  the  basic  needs  by  functional  categories — for  in- 
stance, cultural  resources  or  health  and  human  service,  or  law  en- 
forcement, or  whatever  the  subject  matter  might  have  been,  and 
then  characterized  the  specific  scenery  by  reservation  and  then 
statewide  with  regard  to  the  tribal  government's  ability  and  the 
Bureau  institution  to  address  these  needs,  and  we  qualified  those, 
and  then  we  came  up  with  specific  strategies  and  processes  of  how 
the  relationship  between  the  tribal  governments  themselves  and 
the  Bureau  field  level  officials  would  work  towards  trying  to  gather 
the  necessary  resources  or  execute  the  specific  intergovernmental 
relationship  documents  or  understeindings  to  address  particular 
areas — for  instance,  in  law  enforcement,  criminal  investigations, 
and  things  like  that,  that  were  a  very  desperate  need  for  us  in  Ne- 
vada in  terms  of  following  up  on  criminal  activities  that  need  to  be 
directed  towards  prosecution,  hopefully,  in  some  areas. 

Then  we  drafted  a  memorandum  of  understanding  which  out- 
lined the  specific  quantifiable  commitments  and  objectives  for  a 
particular  fiscal  year  and  then  also  outlined  specific  commitments 
and  then  embodied  those  into  what  we  called  a  memorandum  of 
agreement  for  which  both  parties,  the  24  tribal  governments  and 
the  2  BIA  Area  Agency  Offices  and  the  field  offices  of  Southern  Ne- 
vada, would  commit  to,  and  where  we  could  then  use  those  to  stand 
on  top  of  as  the  foundation  for  advocacy  to  either  redistribute  the 
resources  within  the  agency  allocation,  be  it  for  the  agency  itself 
or  for  the  tribal  contracting  needs,  and  then  what  we  were  unable 
to  meet,  we  would  then  work  out  these  relationships  and  have  a 
basis  and  a  rationale  of  planning  in  an  effort  that  arrived  at  these 
targets,  and  then  we  would  go  to  the  Area  Office  together  as  tribal 
leadership  and  the  various  superintendents  from,  say,  for  instance, 
Nevada  and  talk  to  the  Phoenix  Area  director  as  to  how  we  can, 
again,   address   those   specific  understandings   and  commitments 
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that  were  made  at  the  field  level  and  then  be  advocates  together 
within  the  area  office  experience. 

Then,  again,  that  translates  to  accountability  at  the  local  level, 
but  I  think  one  of  the  things  you  might  have  touched  on  and  I  want 
to  speak  to  is  the  accountabilitv  of  the  area  office  with  relation  to 
meeting  the  needs  of  the  people  out  in  the  field,  and  that  is  one 
that  I  think  we  would  like  to  continue  to  focus  on  and  needs  a  very 
concentrated  effort,  as  Mr.  Teba  spoke  to. 

You  know,  reality  isn't  standardized  across  the  country,  and  var- 
ious areas  and  various  tribal  field  experiences  are  different  all  over 
the  place,  so  in  the  Phoenix  Area  experience  we  have  been  basically 
sitting  down  the  42  tribes  in  the  Phoenix  Area  with  some  of  the 
area  officials  and  trying  to  first  get  our  arms  around  and  put  our 
finger  on  what  exactly  exists  within  the  area  office  experience  with 
relation  to  authorities,  numbers  of  positions,  budget,  and  resources, 
and  then  approach  that  and  marry  that  to  these  plans  that  are  au- 
thored and  are  driven  from  a  constituency-based  planning  effort. 

Mr.  Thomas.  Good.  I  am  pleased  that  you  are  talking  in  those 
kinds  of  terms. 

Ms.  George,  you  mentioned  the  lowest  level  for  decision  making. 
What  do  you  mean,  "lowest  level'? 

Ms.  George.  Take,  for  example,  fee  to  trust  transfers  on  real  es- 
tate land  acquisitions  that  are  within  the  exterior  boundaries  of 
anv  reservation.  The  process  now  in  the  Northwest  is,  we  have  to 
submit  an  application  to  our  agency,  and  it  gets  forwarded  to  the 
area  office,  and  then  from  the  area  office,  if  there  are  questions  or 
it  is  controversial  or  there  is  need  for  further  review,  it  is  prettv 
politically  discretionary.  It  could  end  up  in  the  central  office  back 
here. 

There  are  several  technical  things  that  have  to  go  with  a  real  es- 
tate transfer — surveys,  title  insurance,  clearances,  purchases,  and 
those  kinds  of  activities  that  go  with  the  transaction — and  for  that 
to  occur,  you  have  to  involve  BIA  personnel,  and  there  is  a  backlog 
of  survey  requests  for  land  transfers  I  think  at  the  Portland  Area 
Office  numbering  on  the  several  hundreds  that  have  been  back- 
logged  for  years  simply  because  of  lack  of  adequate  staff  at  the 
area  and  lack  of  fundmg  to  fulfill  that  obligation. 

So  when  you  talk  about  decision  making  at  the  lowest  level,  that 
decision  on  that  land  transfer  should  be  able  to  be  handled  at  the 
agency  level  just  down  the  road  from  me,  so  I  shouldn't  have  to  go 
through  a  2-month  to  5-year  and  longer  delay  in  getting  that  land 
transferred.  So  by  lowest  decision-making  authority,  my  agency  di- 
rector should  be  able  to  just  say 

Mr.  Thomas.  Are  there  resources  there  to  do  it  then? 

Ms.  George.  No.  The  other  additional  factor  is  that  without  the 
resources  it  is  sort  of  a  Catch-22  bind.  We  need  both,  authority  and 
resources  at  the  lowest  level. 

Mr.  Thomas.  Did  you  say  that  some  of  the  groups,  nations,  you 
represent  have  250  members? 

Ms.  George.  Yes,  some  of  us  have  250  members  in  our  tribes, 
the  smaller  tribes  in  the  Northwest,  and  we  go  in  size  up  to  a  num- 
ber of  around  6,000,  7,000  in  the  Yakima  Indian  Nation. 

Mr.  Thomas.  In  Wyoming,  it  is  around  8,000  on  the  combined 
reservation. 
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Again,  I  don't  mean  to  stir  up  a  real  question  here,  but  how  can 
you  have  a  sovereign  nation  of  250  people? 

Ms.  George.  You  have  three  prerequisites  to  sovereignty — land 
base,  existing  governor,  and  distinct  culture — and  I  can  guarantee, 
I  can  show  in  history,  that  the  Suquamish  Tribe  and  any  tribe  in 
the  Northwest  has  those  three  distinctions.  We  have  to  fight  to 
keep  them. 

Mr.  Thomas.  Practically,  administratively,  how  are  they  going  to 
do  those  things  that  a  local  government  does  with  250  people? 

Ms.  George.  That,  I  think,  is  why  you  need  to  have  the  institu- 
tion of  a  trust  relationship,  of  an  effective-run  bureau  to  offer  those 
services  to  you.  You  can  638  contract  what  services  you  have  the 
capacity  to  perform,  and  that  is  where  your  agency  and  area  offices 
and  technical  centers  come  into  play  to  complement  that  sovereign 
effort. 

Mr.  Thomas.  So  it  is  very  difficult,  isn't  it,  to  have  500  different 
entities  to  deal  with  and  to  try  and  get  generic  rules  and  regula- 
tions that  fit  them? 

I  represent  Wyoming,  as  you  know,  and  we  spend  an  awful  lot 
of  time  trying  to  make  things  that  fit  in  elsewhere  in  Wyoming, 
and  this  is  even  more  extreme. 

Ms.  George.  Yes,  it  is  definitely  a  challenge,  and  that  is  the  na- 
ture of  tribal  governments  across  the  country,  and  I  understand  the 
United  States  Government  and  Congress  has  to  deal  with  the  same 
issues  that  I  do  as  an  elected  leader  of  a  tribe,  and  it  is  not  an  easy 
mission,  but  we,  as  political  animals  that  we  are,  rise  to  the  chal- 
lenge. 

Mr.  Thomas.  I  hope  so.  It  is  a  tough  one.  I  guess  it  must  be  ter- 
ribly hard  to  put  together  an  administrative  process  that  deals 
with  all  such  varying  things. 

Mr.  Monteau,  you  talked  about  the  solicitor  and  so  on.  It  seems 
to  me  that  you  might  run  the  risk  of  ending  up  in  the  Justice  De- 
partment if  you  have  two  legal  entities  right  within  the  Depart- 
ment that  can't  come  to  an  accord. 

Mr.  Monteau.  Well,  even  in  the  present  process  the  Justice  De- 
partment, of  course,  has  its  own  opinions  and  its  own  courses  of  ac- 
tion that  it  engages  in.  A  classic  example  of  that  is  the  Gaming  Act 
cases  that  are  going  through  the  court  system  now.  You  know,  the 
Solicitor  has  his  opinion  as  to  what  those  provisions  mean  in  the 
Gaming  Act,  the  associate  solicitor  for  Indian  affairs  has  his  opin- 
ion, and  the  Justice  Department  people  have  their  opinion,  and  un- 
fortunately the  lowest  person  on  that  totem  pole  is  the  Indian  af- 
fairs solicitor  who  is  supposed  to  be  our  advocate. 

I  think  that  the  idea  of  giving  the  Indian  affairs  its  own  legal 
counsel  will  at  least  put  Dr.  Brown  and  tiny  future  assistant  sec- 
retary or  commissioner  on  an  equal  fighting  level  when  he  has  to 
compete  against  competing  interests,  say,  from  BOR  or  the  Bureau 
of  Land  Management,  or  the  Park  Service,  or  someone  like  that. 

Mr.  Thomas.  Do  they  have  their  own  solicitor? 

Mr.  Monteau.  Well,  I  would  say  that  from  the  Indian  perspec- 
tive that  the  interior  solicitor  is  their  solicitor  and  our  solicitor  is 
the  Indian  affairs  solicitor. 

Mr.  Thomas.  And  you  think  BOR  would  agree  with  that? 
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Mr.  MONTEAU.  They  may,  or  they  may  not,  depending  on  how 
they  have  been  victimized  by  the  process. 

Mr.  Thomas.  I  can  see  you  have  your  prejudices  fairly  well  ar- 
ranged on  that  issue. 

Mr.  MONTEAU.  Yes. 

Mr.  Thomas.  Thank  you,  Mr.  Chairman. 

Mr.  Richardson.  The  chair  recognizes  the  gentlelady  from  Ari- 
zona for  any  questions  of  this  panel. 

Ms.  English.  I  don't  have  a  question,  but  I  too  want  to  apologize 
for  having  missed  part  of  the  testimony  today.  There  was  another 
committee  going  on  in  which  we  had  a  final  vote.  So  I  apologize  for 
that. 

One  of  the  things  that  I  know  I  as  freshmen — and  I  am  a  fresh- 
man Member — we  are  elected  to  do  this  year,  and  I  think  more 
than  any  other  year,  is  to  be  here  to  hear  your  testimony.  I  don't 
know  what  I  can  do  about  this  duplication  in  committee  efforts,  but 
want  you  to  know  from  my  heart  that  I  take  the  testimony  very 
seriously,  and  I  think  that  if  anjrthing  needs  to  be  done  in  changing 
the  structure  of  Congress  so  that  you  get  a  fair  hearing  and 
everybody's  attention,  it  is  to  reform  the  actual  process  itself,  and 
I  learned  the  hard  way  today  that  you  cannot  be  in  two  committees 
at  one  time.  So  I  apologize  for  that,  and  you  do  have  my  attention. 

Thank  you. 

Mr.  Richardson.  The  gentlelady  is  to  be  commended  for  return- 
ing, that  doesn't  happen  very  frequently,  and  I  know  she  is  ex- 
tremely interested  in  these  issues. 

Who  of  you  experts  can  speak  about  gaming? 

Ms.  George.  I,  sir,  chaired  the  Subcommittee  on  Gaming  in  be- 
half of  the  task  force.  We  conducted  one  official  meeting  during  a 
task  force  session,  and  that  was  at  a  time  when  the  media  once 
again  was  very  critical  of  the  lack  of  monitoring  and  compliance 
with  the  Indian  Gaming  Regulatory  Act  as  tribes  were  developing 
into  gaming  arenas  in  Indian  country. 

The  Bureau  once  again  was  being  held  accountable  for  fulfilling 
that  oversight  role  and  participating  in  the  effort  of  tribal  govern- 
ments in  gaming,  and  we  on  the  task  force  had  heard  from  tribal 
country  the  confusion,  the  frustration,  of  not  being  able  to  get  as- 
sistance from  the  BIA  in  terms  of  law  enforcement  review,  advice, 
coordination  efforts  with  the  Indian  Gaming  Commission;  and,  in 
lack  of  having  Gaming  Commission  regulations  in  place,  the  Bu- 
reau was  carrying  pretty  much  the  blunt  end  of  it  and  without 
enough  money,  or  any  money,  and  people  in  place  to  do  that  effort. 

So  we,  after  hearing  from  the  tribes  nationwide,  endorsed  the  de- 
velopment of  an  Indian  gaming  enterprise  and  location  of  staff  and 
some  start-up  money  in  the  Bureau  office  to  assist  tribes  in  that 
effort. 

Mr.  Richardson.  The  tribal  budget  system — what  is  your 
thought  about  the  rationale  behind  your  proposal?  How  is  this 
going  to  affect  some  of  the  tribes  that  did  well  historically  under 
the  old  tribal  system?  Is  this  an  effort  to  make  the  budget  system 
more  efficient,  to  save  money,  or  is  it  simply  to  redress  some  of  the 
tribes  that  maybe  have  done  better  in  the  old  system? 

Mr.  Sizemore.  Mr.  Chairman,  I'll  take  that  one. 
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The  recommendations  of  the  task  force  at  this  time  are  to  de- 
velop a  multifaceted  budget  system  which  includes  an  assessment 
methodology  for  determining  needs  of  tribes  and  for  codifying  those 
needs  in  such  a  way  that  then  finally  could  be  compared  to  deter- 
mine which  tribes  have  the  least  funding  with  respect  to  need.  In 
other  words,  there  has  been  an  emphasis  placed  on  arriving  at 
some  equitable  distribution  of  resources. 

The  task  force  has  taken  the  position  at  this  time  that  they  are 
not  looking  at  redistributing  resources  in  the  future — that  decision 
ultimately  will  rest  with  Congress — but,  rather,  to  get  the  system 
in  place  so  that  needs  can  be  identified  and  that  those  tribes  that 
are  the  least  funded  can  be  identified  for  additional  funding. 

The  other  part  of  the  system  incorporates  moving  many  of  the 
existing  programs  to  tribal  control  so  they  can  choose  their  prior- 
ities, set  funding  levels  within  their  own  overall  funding  base,  de- 
sign the  programs  as  they  see  the  needs,  and  then,  in  partnership 
with  the  Bureau,  may  report  and  be  accountable  for  evaluation  of 
progress  and  the  conditions  in  their  local  communities. 

Mr.  Wallace.  If  I  may,  Mr.  Chairman,  in  addition  to  that,  I 
think  one  of  the  critical  improvements  was  just  in  the  issue  of 
formatting  the  budget  itself  and  how  it  is  presented  and  the  oppor- 
tunity to  be  able  to  understand  really  what  the  Bureau  budget  was 
composed  of.  With  the  new  formatting  process  as  well  as  the  tar- 
gets and  building  in  more  flexibility  and  bringing  more  programs 
within  tribal  control  and  scrutiny,  it  has  been  very  helpful  at  the 
field  level  in  terms  of  the  tribal  experience  just  so  we  can  charac- 
terize what  is  actually  heading  to  the  reservation,  what  is  allocated 
for  area  office  operations,  central  office  operations,  and  then  some 
of  the  nonrecurring  or  construction  funds  and  programs  so  we  can 
more  clearly  understand  where  the  budget  is  headed  as  a  policy 
tool. 

In  addition,  I  think  it  has  been  very  helpful  for  us  to  deal  with 
the  human  element  of  the  Office  of  Management  and  Budget  with 
regard  to  their  participation  in  working  with  us  on  the  Department 
and  agency  target  issues,  at  least  sitting  down  and  working  with 
us  to  discuss  the  issue  of  need  at  the  field  level  as  well  as  with 
charging  and  giving  the  institution  at  the  various  levels  the  tools 
that  it  needs  to  discharge  trust  responsibility. 

Mr.  Richardson.  Let  me  ask  you  about  the  self-governance  dem- 
onstration projects.  You  have  noticed  this  is  something  that  this 
chairman  is  positively  interested  in,  compacting  directly  with  the 
Interior  Department.  Do  you  think  this  is  the  direction  we  should 
be  moving  in  Indian  affairs?  and,  if  so,  again  my  question — and  I 
know  Mr.  Monteau  addressed  it--why  do  we  need  these  area  of- 
fices? 

Mr.  Monteau.  I  guess  I  would  respond  in  both  a  positive  and  a 
negative  fashion.  I  think  that  self-governance  is  probably  one  of  the 
most  positive  proposals  or  positive  things  to  come  along;  I  agree 
with  you  on  that. 

The  negative  side  of  it  is  that  in  negotiating  these  self-govern- 
ance compacts,  we  have  come  to  the  realization  that  the  resources 
that  these  tribes  are  going  to  be  able  to  break  off  are,  number  one, 
probably  inadequate  already;  and,  secondly,  as  they  are  allowed  to 
break  off  the  resources,  it  affects  the  other  tribes. 
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I  think  that  we  reaHze  that  our  efforts  have  to  be  geared  not  for 
new  methods  which  divide  up  the  pie,  but  we  need  to  be  able  to 
justify  perhaps  another  section  of  tne  pie  or  even  maybe  another 
whole  pie  in  order  to  have  the  adequate  resources  available  out 
there  in  Indian  country  for  more  and  more  tribes  to  go  to  the  self- 
governance  concept. 

Mr.  Richardson.  How  about  the  issue  of  the  process? 

I  think  you  all  have  made  a  very  good  faith  effort,  but  let  me  tell 
you  what  my  constituents  told  me  when  I  was  appointed  to  the  In- 
telligence Committee  here  in  the  House,  and  that  is  that  I  imme- 
diately would  be  co-opted  by  the  CIA.  That  is  what  they  told  me. 
They  didn't  see  it  as  an  oversight  effort.  And  while  I  think  you 
have  been  doing  a  very  admirable  job,  I  have  heard  some  of  my 
tribes,  some  of  my  pueblos  in  New  Mexico,  tell  me  they  believe 
your  task  force  has  been  co-opted  a  bit  by  the  BIA,  which  is  a  natu- 
ral criticism  of  anybody  serving  on  a  task  force. 

My  question  is,  have  you  taken  back  your  plan  to  your  tribes? 
What  efforts  are  you  undertaking  to  do  that?  If  I  ran  a  poll  of  all 
my  pueblos  in  New  Mexico,  what  would  they  say?  How  much  grass- 
roots support  for  what  you  are  doing  do  you  think  is  out  there? 

Mr.  Teba.  Mr.  Chairman,  Bemie  Teba  from  New  Mexico,  Pueblo 
of  Santa  Clara. 

The  three  representatives  from  the  Albuquerque  area,  we  do 
make  an  attempt  to  meet  with  all  of  the  Albuquerque  area  tribes 
immediately  after  and  prior  to  the  next  task  force  meeting.  We  do 
not  always  get  a  100  percent  participation.  In  fact,  at  our  last 
meeting  which  was  held  about  a  week  and  a  half  ago,  the  pueblo 
governors  emphasized  to  their  respective  colleagues  that  if  this 
process  is  going  to  work  they  must  get  involved.  They  realize  that 
it  is  a  historical  event.  We  have  told  them — and  the  tribes  recog- 
nize this — that  the  responsibility  and  the  burden  for  making  this 
work  is  now  at  the  tribe  level.  If  this  process  does  not  work,  we 
cannot  blame  Congress,  we  cannot  blame  the  BIA,  we  cannot  blame 
the  Department  of  the  Interior,  because  the  onus  is  now  on  the 
tribes,  and  if  tribes  refuse  to  participate  and  if  this  process  does 
not  work,  we  cannot  blame  anybody  but  ourselves. 

Ms.  George.  If  I  could,  Mr.  Chairman. 

Mr.  Richardson.  Yes,  of  course. 

Ms.  George.  The  comment  I  made  earlier  about  activism  and 
participation  rings  true  to  this  question.  It  is  very  necessary  in  any 
orderly  process  of  change  that  people  be  educated  and  involved 
hands  on  to  the  process.  You  need  to  know  the  system  that  op- 
presses you,  you  need  to  know  the  institution  that  you  disagree 
with,  that  frustrates  you,  you  need  to  know  it  inside  and  out,  and 
that,  I  think,  is  part  of  the  challenge  to  tribal  leadership  and  tribal 
governments,  really  understanding  what  system  of  institutions  sur- 
rounds them,  and  that  has  been  an  educational  process.  So  that  is 
a  positive  benefit  of  this  task  force. 

Some  tribes  will  still  want  the  paternalistic  relationship  of  un- 
derstanding, that  "Let  the  system  take  care  of  me;  let  the  Bureau 
take  care  of  me;  and  I  don't  understand  where  this  dollar  really 
comes  from.  This  committee  has  oversight  of  what  legislative  au- 
thority gave  me  that  money  or  how  I  was  entitled  to  that  money." 
These  are  the  kinds  of  things  that  improve  tribal  government,  im- 
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prove   anybody's  well-being,   when  you  understand  the   systems 
around  you.  So  that  has  been  a  positive  thing. 

Now  where  we  can  run  into  criticism  is  the  inconsistent  commu- 
nication or  not  enough  communication.  When  I  deal  with  the  42 
tribes  in  the  Portland  Area  Office,  we  make  several  things  avail- 
able through  mailing  and  also  being  held  as  record-keeping  at  the 
Portland  and  agency  level  office  and  my  office,  and  the  other  two 
reps  from  the  Portland  area  also  have  that  information  available. 

At  the  end  of  each  national  session,  we  summarize  those  meet- 
ings and  minutes,  send  them  out  to  every  tribe,  ask  for  responses; 
we  conduct  meetings,  if  not  monthly,  bimonthly  or  tri-monthly,  de- 
pending on  availability;  we  attend  local  and  regional  conferences  by 
invitation  where  we  explain  and  update  the  tribes  and  the  tribal 
membership  about  the  progress  of  the  task  force.  We  are  receptive 
to  criticism:  "If  vou  don't  like  it,  tell  me  what  you  want."  I  don't 
take  it  personally.  I  have  many  calluses  on  my  back,  and  I  have 
paid  my  dues,  and  we  enjoy  turning  the  negative  things,  the  doubt- 
ful things,  into  constructive  input,  and  that  is  what  this  process 
has  been  about. 

You  will  continue  to  hear  criticism.  You  will  continue  to  hear 
from  tribes,  "I  didn't  get  that  last  report.  I  didn't  know  about  the 
meeting.  I  didn't  participate."  We  all  understand  that  those  are 
things  that  slip  through  the  cracks,  and  we  try  to  improve  them 
and  do  better.  But,  like  I  say,  the  real  challenge  is  also  part  of  the 
responsibihtv  of  tribal  governments  and  tribal  individuals  of  get- 
ting involved. 

Mr.  Richardson.  Go  ahead,  and  then  I  am  going  to  recognize  my 
colleague  from  Wyoming. 

Mr.  Wallace.  Thank  you  very  much,  Mr.  Chairman.  Just  one 
comment. 

The  purpose  for  which  I  was  appointed  to  represent  the  Phoenix 
Area  was  exactly  to  co-opt  the  Bureau  with  regard  to  what  the 
tribes  need  and  need  from  the  institution  and  expect. 

In  our  experience,  I  think  we  have  towed  the  line  pretty  good 
with  relation  to  communication,  and  even  after  today  we  are  hav- 
ing meetings  on  Saturday  to  share  the  information  and  the  content 
of  this  particular  hearing  in  addition  to  getting  all  the  information. 
We  send  it  out  on  our  own  postal  meter  and  everything,  and  I  am 
proud  to  be  from  the  Phoenix  Area  where  even  the  leadership  of 
the  tribes  in  Arizona  and  Utah  and  Nevada  meet  at  least  semi- 
annually to  discuss  these  things.  So  I  think  in  that  area  there  is 
a  very  informed  group  and  very  involved  with  regard  to  the  reorga- 
nization effort. 

Mr.  Richardson.  The  gentleman  from  Wyoming. 

Mr.  Thomas.  Mr.  Chairman,  just  one  question  of  Mr.  Teba. 

I  have  followed  the  chairman's  example.  If  you  were  to  have  an 
opportunity  to  select  one  or  two  or  three  things  that  would  result 
in  better  economic  conditions — economic  growth,  economic  develop- 
ment among  the  tribes — what  would  they  be? 

Mr.  Teba.  The  main  concern  that  I  would  have  and  I  would  sup- 
port and  recommend  would  be  additional  resources  to  assist  tribes 
m  developing  reservation  economies. 

To  give  you  an  example,  currently  there  are  about  $160  million 
in  requests  for  loan  guarantee  programs,  and  those  are  very  good 
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projects.  Banks  have  reviewed  those  projects,  they  are  ready  to 
move  on  them,  and  basically  the  loan  guarantee  program  is  maxed 
out,  so  these  projects  have  to  wait  until  next  year.  That  would  one 
thing,  having  adequate  financing  to  support  tribal  development. 

The  other  key  would  be  having  the  expertise,  the  capability,  at 
the  BIA  level.  If  the  BIA  is  responsible  for  credit  and  financing 
functions,  having  that  capability,  having  that  technical  expertise, 
at  that  level,  and  if  it  is  not  available  at  that  level,  allowing  tribes 
the  resources  to  purchase  that  technical  expertise. 

I  think  tribes  in  some  cases  now  have  more  expertise  than  the 
Bureau  has  in  its  credit  and  financing  programs. 

The  third  would  be  resources  to  develop  reservation  infrastruc- 
ture. 

I  think  those  would  be  the  three  key  elements  that  tribes  are 
looking  at  now. 

Mr.  Thomas.  If  I  understood  you,  that  is  money,  money,  and 
money,  in  that  order. 

Mr.  Teba.  Well,  on  the  part  of  the  task  force,  in  some  cases  it 
is  not  always  money,  because  we  are  looking  at  IG  reports  having 
to  do  with  credit  and  financing  and  a  number  of  problems  with  the 
BIA  credit  and  financing  program,  so  it  does  become  a  management 
issue,  so  that  management  capacity  and  capability  needs  to  be  de- 
veloped. 

Mr.  Thomas.  I  understand  that,  and  I  don't  mean  to  be  critical. 
As  you  know,  however,  in  this  place  money  is  a  critical  issue.  I 
went  to  the  meeting  of  the  group  over  here  in  Crystal  City,  where 
you  were,  last  weekend,  and  one  of  the  prayers  was,  we  need  to  in- 
crease our  resources  by  150  percent  in  the  next  4  years.  Well,  that 
isn't  going  to  happen,  you  know.  Everyone  is  looking  for  money.  So 
I  understand  what  you  are  saying. 

Each  time  my  friends  have  come,  they  have  had  fairly  expensive 
consultants  with  them  from  somewhere,  usually  lawyers.  That  gets 
very  expensive.  So  I  hope  that  there  can  be  some  economic  develop- 
ment processes  here  that  can  be  put  into  place  that  the  tribes 
themselves  can  use. 

Mr.  MONTEAU.  I  think  one  of  the  economic  development  aspects 
that  we  are  missing  here  is  the  actual  trust  fund  dollars  that  the 
tribes  have  on  deposit,  some  $2  billion  plus.  I  think  the  Inter-tribal 
Monitoring  Association  and  the  plan  that  I  presented  the  chairman 
with  this  afternoon  talks  about  making  those  dollars  available  so 
that  the  tribes  can  make  a  better  economic  impact  in  the  commu- 
nities, the  banking  institutions  in  their  State,  in  their  region,  and 
be  able  to  have  more  of  a  say  as  to  how  those  dollars  invested  and 
how  those  dollars  are  utilized. 

I  think  one  of  the  economic  bonanzas  we  could  realize  is,  if  we 
were  able  to  run  those  funds  through  our  local  banking  institu- 
tions, we  would  have  the  political  clout,  or  at  least  the  economic 
clout,  to  talk  to  those  banking  boards  of  directors  or  even  beyond 
the  boards  of  directors  in  order  to  influence  the  lending  policies  for 
Indian  businesses  and  entrepreneurial  development. 

Mr.  Thomas.  Great.  That  is  one  of  the  things  that  is  kind  of 
going  around  when  President  Clinton  talks  about  infrastructure 
and  so  on,  and  one  of  the  places  that  has  been  talked  about  is  pen- 
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sion  funds  and  other  places  where  there  are  significant  sums  of 
money  if  they  could  be  made  available.  So  that  is  a  great  idea. 

Thank  you. 

Mr.  Richardson.  How  long  are  the  Albuquerque  and  Sacramento 
demo  projects  going  to  keep  going?  When  will  we  know  whether 
they  have  been  a  success  or  not? 

Mr.  Teba.  Mr.  Chairman,  on  the  Albuquerque  project,  as  I  men- 
tioned earlier,  we  will  be  meeting  with  the  23  tribal  groups  on  Feb- 
ruary 18  to  present  the  draft  Albuquerque  Area  plan.  Upon  that 
meeting  and  hopefully  upon  adoption  by  the  Albuquerque  Area 
tribes,  we  will  present  the  plan  to  the  National  Task  Force  at  our 
February  22,  23,  and  24  meeting  and  receive  support  from  the  task 
force  to  implement,  and  we  do  have  a  very  detailed  plan  which  out- 
lines the  entire  process.  Once  the  task  force  adopts  it  and  Congress 
supports  it,  we  are  ready  for  implementation.  As  soon  as  Congress 
can  give  us  their  support  to  reorganize,  we  are  ready  for  implemen- 
tation. 

Mr.  Richardson.  When  will  you  tell  us  whether  you  thmk  these 
two  plans  will  have  been  a  success?  Is  that  at  your  next  meeting? 

Mr.  Teba.  I  would  think  that  by  the  next  meeting  of  the  task 
force,  which  would  be  three  months  after  the  February  meeting,  we 
would  be  in  a  position  to  provide  a  status  report  on  the  implemen- 
tation of  the  Albuquerque  plan. 

Mr.  Richardson.  Would  you  please  do  that  for  the  record,  be- 
cause we  would  like  to  review  it  right  away. 

Mr.  Teba.  Yes. 

Mr.  Richardson.  As  tribal  governments,  are  you  concerned 
about  this  National  Tribal  Advisory  Council  speaking  on  your  be- 
half? Wouldn't  this  jeopardize  the  govemment-to-govemment  rela- 
tionship between  the  tribes  and  the  Federal  Government?  Why 
don't  I  ask  my  friend  from  Phoenix  first. 

Mr.  Wallace.  Mixed  emotions.  That  has  been  one  of  the  criti- 
cisms of  the  advisory  board,  but  to  reinforce  mavbe  what  we  have 
been  saying  here,  that  approach  and  how  it  has  been  invented  and 
applied  with  the  reorganization  effort,  I  think,  gives  us  some  strong 
feelings  that  that  could  be  a  very  positive  process.  But  I  would  join 
you  in  addition  to  amplifying — I  know  the  people  that  I  would  rep- 
resent— with  regard  to  not  forgetting  that  the  tribal  governments 
themselves  still  have  that  relationship  themselves  to  be  account- 
able to  the  govemment-to-govemment  standing  as  well.  I  know 
that  is  not  a  straight  answer,  but  that  is  the  true  answer  that  I 
have. 

Mr.  Richardson.  Mr.  Monteau,  I  have  your  report  here  on  the 
trust  management  issue,  and  I  know  that  this  not  the  focus  of  this 
hearing.  There  was  an  article  this  weekend  about  a  House  Govern- 
ment Affairs  report  about  wasteful  agencies.  I  think  the  figure  was 
$2  billion  in  wasted  funds  or  mismanaged  tribal  funds.  That  is  of 
great  concern  here  in  the  House,  Senate  and  everywhere.  What  is 
your  recommendation  on  how  we  deal  with  this  problem? 

This  is  an  advance  copy,  and  I  don't  want  to  preempt  any  an- 
nouncement you  wish  to  make  soon,  but  is  there  anything  you 
could  say  at  tnis  point? 

Mr.  Monteau.  First  of  all,  I  want  to  make  sure  that  we  are  abso- 
lutely clear.  That  document  that  you  have  before  you  there  is  really 
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a  joint  effort  on  the  part  of  the  administration  and  the  tribes  that 
are  involved  and  the  Inter-tribal  Monitoring  Association  on  trust 
fund  management,  the  task  force,  0MB,  Treasury,  and  the  other 
related  agencies,  coming  together  and  trying  to  come  up  with  some 
viable  solutions. 

I  would  say  that  if  there  is  one  theme  in  that  document  that  we 
all  have  to  pay  attention  to,  it  is  that  Indian  tribal  dollars  and  indi- 
vidual dollars  in  the  trust  fund  corpus  should  be  run  the  same  way 
that  a  banking  institution  would  run  its  trust  department  and 
should  be  treated  in  the  same  fashion  and  should  live  up  to  the 
highest  fiduciary  standard  that  those  private  banking  institutions 
would  have  in  taking  care  of  somebody's  dollars,  and  in  order  to  get 
to  that  particular  level  of  fiduciary  responsibility  and  being  able  to 
treat  those  dollars  like  that,  it  is  going  to  take  some  dollars.  It  is 
also  going  to  take  some  new  thinking. 

I  think  the  tribes  are  ready  and  willing  out  there  to  start  to  ex- 
amine more  responsibility  themselves  as  to  how  those  dollars  are 
handled,  but  at  the  same  time  realizing  that  there  are  other  tribes 
that  aren't  ready  to  do  that  and  that  that  expertise  in  order  to  han- 
dle those  dollars  like  a  private  institution  would  handle  them  has 
to  be  developed  in  the  BIA  and  also  at  the  tribe  agency  level. 

Mr.  Richardson.  This  is  my  final  question  to  maybe  not  all  of 
you,  but  when  do  you  want  the  Congress  of  the  United  States  to 
move  ahead  with  a  BIA  reorganization  plan?  Are  you  claiming  that 
there  is  urgency? 

I  notice  that  Dr.  Brown  and  Secretary  Lujan  have  extended  the 
task  force  to  1994.  Is  that  when  you  expect  to  complete  the  reorga- 
nization report,  or  are  we  to  wait  until  1994?  What  is  your  message 
to  us?  I  am  a  bit  confused  about  the  priority  you  attach  to  some 
of  your  recommendations. 

I  also  know  that  institutional  entities  like  to  continue  their  exist- 
ence. When  do  we  fold  up  and  get  to  work  and  do  what  we  have 
to?  It  is  going  to  take  legislation  to  make  many  of  the  changes  that 
you  are  suggesting?  There  are  going  to  be  additional  changes  that 
this  subcommittee  may  want  to  make.  The  new  administration  may 
want  to  probably  have  some  input. 

I  think  the  public,  tribes  and  all  of  us  would  like  to  know  when 
are  we  going  to  get  moving  instead  of  talking?  What  is  your  time- 
table? Do  you  all  want  to  continue  until  1994,  in  perpetuity,  or  are 
you  ready  to  fold  up  and  get  moving  with  support  for  legislation? 

Mr.  MONTEAU.  I  think  I  can  speak  for  many  of  the  tribal  rep- 
resentatives on  the  task  force.  This  is  a  very  tiring  process,  and 
some  of  our  members  have  tired  out  and  gone  home  and  been  re- 
placed by  other  members,  and  I,  for  one,  hope  that  we  don't  have 
to  do  this  beyond  1994.  I  hope  that  at  that  time  perhaps  there  can 
be  something  along  the  line  of  what  the  Senate  has  proposed  in 
terms  of  a  national  Indian  commission  to  hand  this  work  over  to 
so  that  it  is  a  permanent  body  there  that  is  going  to  carry  forward 
with  these  recommendations. 

How  that  permanent  body  is  put  together  I  think  is  up  to  the 
tribes.  Senator  Inouye  has  said,  *Tou  tell  us  what  you  want  it  to 
be.  You  tell  us  how  you  want  it  to  be  structured  so  it  doesn't  inter- 
fere with  your  sovereignty,  so  it  doesn't  denigrate  sovereignty."  So 
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I  think  he  has  got  an  open  book  for  the  tribes  to  come  in  and  write 
down  what  it  is  they  want. 

One  of  the  sort  of  secrets  to  the  success,  I  think,  of  this  reorga- 
nization has  been  that  once  these  proposals  have  been  put  on  the 
table  and  the  tribes  have  discussed  them  and  they  have  taken 
them  back  to  their  constituency  and  they  have  rounded  the  propos- 
als out  and  put  them  to  paper,  that  these  proposals  are  submitted 
to  the  Secretary's  office  for  his  review  and  then  they  are  submitted 
to  the  committees  up  here  on  the  Hill  for  their  review  and  their 
approval  before  they  are  put  back  into  the  system  to  be  imple- 
mented. I  think  that  is  one  of  the  successes  and  we  must  continue 
to  operate  it  that  way. 

In  other  words,  when  does  reorganization  occur,  or  when  is  it 
going  to  occur?  It  is  already  occurring,  Mr.  Chairman  and  members 
of  the  committee.  The  proposals,  for  instance,  that  we  have  put  to- 
gether for  the  TBS  process,  the  proposals  for  economic  develop- 
ment, the  proposals  you  will  see  in  the  strategic  plan  for  trust  fund 
management,  these  are  all  ongoing  efforts. 

So  the  best  answer  to  your  question  is  that  reorganization  is  on- 
going, and  hopefully  we  will  be  at  a  point  in  1994  when  we  put 
some  things  in  the  mill  that  are  going  to  continue  even  after  1994, 
but  hopefully  we  will  be  able  to  go  home  and  pay  attention  to  our 
other  business. 

Mr.  Teba.  I  guess  my  response  would  be  that  it  is  more  of  a  rhe- 
torical question.  The  same  can  be  said  about  America:  When  will 
hunger  end  in  America?  It  is  going  to  require  time,  it  is  going  to 
require  resources,  but  from  a  tribal  perspective  it  is  very  critical 
and  crucial  that  we  get  involved  in  this  process  and  make  sure,  and 
if  it  takes  another  20  years  to  get  the  Federal  Government  to  fulfill 
its  trust  responsibility,  then  I  as  a  tribal  member  would  be  commit- 
ted to  that  process. 

But  I  know  Congress  deals  in  time  frames  £uid  resources  and 
there  is  no  clear  answer,  and  the  best  we  can  hope  for  is  that  we 
strengthen  the  organizational  structure  responsible  for  fulfilling 
the  trust  responsibility,  and  I  guess  that  would  be  the  best  that  we 
can  hope  for. 

Ms.  George.  I'll  make  a  short  comment,  Mr.  Chairman.  I  think 
the  prerequisite  to  change  is  the  expense. 

Mr.  Richardson.  Is  what? 

Ms.  George.  Is  expense — money.  The  proposals  that  we  have  on 
the  table  now,  some  of  the  ones  that  have  been  adopted  and  imple- 
mented, the  tribes  nationwide  will  feel  the  effect  of  the  tribal  budg- 
et system  in  1994.  We  will  feel  the  effect  of  more  efficient  trust 
funds  management  sooner  than  that.  I  think  it  is  fragmentary 
change,  it  is  not  revolutionary  in  that  we  are  turning  it  upside- 
down  in  one  complete  wheel.  It  is  going  to  be  participatory,  the 
leadership  following  us.  In  our  capacities  at  home,  I  hope  we  will 
have  an  easier  job  because  these  things  would  have  already  been 
corrected  and  improved. 

I  think  the  question  that  has  always  been  put  to  us  is,  how  much 
money  is  it  going  to  cost  to  make  that  change?  how  many  more  new 
staff"  people  are  you  going  to  need  to  move  down  to  that  agency 
level?  and  how  much  is  it  going  to  cost  to  staff"  those  people  at  that 
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location  to  accomplish  that  job?  So  it  is  always  put  back  to  us  in 
a  quantitative  question. 

Pretty  soon,  I'm  ready  to  toss  this  ball  over  to  all  the  other  tribes 
in  the  country  and  this  Congress  and  the  administration  and  say 
let's  get  the  laws  rewritten,  let's  rewrite  the  CFRs  and  the  BIAMs, 
let's  get  some  consistency  in  Federal  policy  in  interpretation  of  law, 
let's  get  some  money  in  place  where  it  needs  to  be,  and  I  don't  want 
to  stick  around  here  for  another  two  years  meeting  and  hoping  that 
this  might  happen.  I  expect  it  to  be  happening  over  the  next  two 
years.  I  hope  we  can  accomplish  it  sooner,  and  1  hope  that  the  own- 
ership of  it  becomes  more  national  and  broader  so  that  it  is  truly 
implemented.  It  is  going  to  take  a  lot  of  congressional  support  to 
make  that  happen,  and  that  is  where  the  challenge  is  now  going 
to  go  back  in  the  other  arena. 

Mr.  Wallace.  With  relation  to  the  budget  initiative,  some  of  the 
things  are  being  implemented  now,  and  we  are  living  with  them, 
and  they  are  working  themselves  through. 

With  regard  to  a  majoritv  of  the  recommendations  that  we  would 
have  in  tne  budget  workbook  and  the  planning  efforts,  to  con- 
centrate on  the  budget  process,  we  can  say  April  of  this  year  for 
some  legislative  recommendations  that  we  need  to  embrace  collec- 
tively and  together. 

In  some  other  areas  though,  with  regard  to  the  budget  and  some 
of  the  statutory  Hmitations  on  transferability  or  flexibility  within 
some  of  the  Bureau  program  elements,  those  could  take  some  years 
just  because  of  the  dedication  and  commitment  to  get  some  assur- 
ance, for  instance,  in  ISEF  formulas  or  whatever,  that  are  very 
controversial  areas. 

But  then  there  is  really  no  perfect  moment,  and  I  guess  kind  of 
following  up  on  what  you  said,  you  know,  we  have  done  the  think- 
ing and  now  it  is  time  to  act,  and  I  would  hate  to  be  known  or  hate 
us  to  be  known  for  never  missing  an  opportunity  to  miss  an  oppor- 
tunity, and  I  think  now  we  have  something  to  work  with  and  some- 
thing to  take  home,  and  hopefully  it  will  make  a  material  dif- 
ference to  the  people  that  we  represent  and  in  the  communities 
that  we  live  within. 

In  short,  we  would  have  something  in  April  on  the  budget. 

Mr.  Richardson.  That  is  very  good. 

Mr.  Sizemore  did  you  want  to  say  anything?  I  know  you  didn't 
have  a  prepared  statement. 

Mr.  Sizemore.  Thank  you,  Mr.  Chairman. 

I  will  say  it  is  an  honor  to  be  here,  and  thank  you  all,  this  sub- 
committee. I  know  it  is  very  important  to  the  tribes  that  I  serve. 

I  just  want  to  reiterate  that  the  emphasis  on  the  budget  system 
in  the  past  year  has  been  largely  taking  out  the  concepts  of  last 
year's  report  and  having  discussions  with  tribes  about  those,  and 
the  report  that  you  will  see  in  another  month  really  reflects  a  year 
of  dialogue  with  tribes  and  bringing  them  into  participating  meet- 
ings, sending  out  asking  to  respond  orally,  written  responses,  and 
so  forth,  and  asking  groups  of  tribal  representatives  from  each  area 
to  come  together  in  national  meetings  and  work  on  this  matter  col- 

lectivelv. 

So  if  it  seems  like  it  takes  a  long  time,  the  commitment  of  the 
task  force  has  been  to  facilitate  a  process  of  change  which  gave 
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every  tribe  an  opportunity  to  participate,  and  that  is  one  of  the  rea- 
sons for  the  length  of  this  process. 

Mr.  Richardson.  Well,  I  think  you  are  all  to  be  commended,  and 
when  I  asked  that  question  I  hope  you  realized  it  was  in  a  con- 
structive way. 

This  subcommittee,  with  my  colleague  Mr.  Thomas,  plans  to  de- 
velop legislation  some  time  by  this  spring,  taking  some  of  the  bet- 
ter parts  of  your  recommendations  and  some  initiatives  that  we  are 
going  to  have.  We  obviously  are  going  to  have  further  hearings,  and 
our  hope  is  to  go  out  in  the  field,  also.  I  think  many  of  us  here, 
as  you  have  heard— Mr,  Williams,  Karan  English,  Tim  Johnson, 
Craig  Thomas,  and  many  others  on  the  Minority  side — are  anxious 
to  get  moving  on  a  number  of  fronts,  and  this  is  one  that  needs  im- 
mediate attention. 

There  are  going  to  be  disagreements.  Like  Mr.  Monteau,  I'm  not 
very  crazy  about  this  National  Indian  Advisory  Council.  It  would 
be,  what,  36  people  in  total?  Basically  a  super-tribe  concept.  You 
are  going  to  have  to  convince  me  on  that.  I  am,  however,  willing 
to  review  options  like  that. 

Is  36  right? 

Mr.  Monteau.  No.  There  are  actually  two  concepts,  and  we  need 
to  distinguish  among  them.  When  we  first  put  our  report  out  last 
year  for  the  task  force,  we  recommended  a  national  advisory  com- 
mittee for  the  Bureau  of  Indian  Affairs,  but  at  almost  the  same 
time  Senator  Inouye  brought  out  his  legislation,  or  at  least  the 
committee's  legislation,  talking  about  a  national  Indian  commis- 
sion. We  sort  of  backed  off  on  our  proposal,  because  that  sounded 
like  something  that  was  sort  of  along  the  same  line. 

Senator  Inouye  has  invited  the  tribes  to  write  that  legislation 
any  way  they  want  to,  in  whether  it  is  36,  whether  it  is  500,  or 
whatever  it  might  be,  but  I  think  that  the  tribes  in  the  initial  hear- 
ings on  that  made  it  very  clear  that  they  don't  necessarily  want  to 
national  Indian  body  which  purports  to  speak  for  them.  What  they 
want  is  something  put  together  by  which  they  can  communicate  in 
an  efficient  and  timely  manner  with  Congress  their  concerns  and 
either  pro-act  or  react  in  terms  of  what  goes  on  here  in  Washing- 
ton, what  goes  on  in  terms  of  the  people  who  formulate  Indian  pol- 
icy. I  think  that  is  going  to  be  the  key:  Let's  talk  more  about  the 
facilitation  of  a  communication  process  between  Indian  country  and 
Washington,  DC,  and  the  people  who  make  these  decisions,  rather 
than  someone  coming  up  here  to  the  Hill  and  purporting  to  know 
what  Indian  country  wants  and  what  is  best  for  Indian  countij. 
Let's  put  together  a  process  where  we  can  ask  Indian  country,  do 
you  agree  with  this?  do  you  disagree  with  it?  what  do  you  want  to 
make  of  it? 

Mr.  Richardson.  Okay,  but  aren't  we  doing  that  right  here?  Why 
do  I  have  to  ask  one  super-tribe  what  the  pueblos  of  New  Mexico 
or  the  tribes  of  Arizona  want?  Why  can't  they  come  directly  to  us 
and  to  the  BIA?  Why  do  we  need  this  extra  entity? 

Mr.  Monteau.  I  don't  think  anyone  would  ever  envision  anything 
that  would  prevent,  for  instance,  the  Pueblo  of  Santa  Clara  coming 
into  this  hearing  room  and  addressing  you  on  a  one-to-one,  govem- 
ment-to-govemment  basis.  But  one  of  the  criticisms  that  we  have 
faced  in  Indian  country  is  a  lack  of  a  consensus. 
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We  don't  know  of  any  way  to  efficiently  provide  you  and  provide 
the  Senate  committees  and  provide  the  President  and  the  people 
that  work  under  him  with  a  so-called  consensus  without  putting  to- 
gether something,  some  mechanism,  by  which  we  can  get  the  re- 
quest out  into  Indian  country  and  get  some  sort  of  consensus  back 
to  you. 

Mr.  Richardson.  You  know,  it  is  very  difficult  to  put  together  a 
consensus  for  any  group.  If  you  ask  me  what  the  consensus  of  the 
Congressional  Hispanic  Caucus  is  on  immigration,  I  can  give  you 
seven  consensuses.  I  just  want  to  make  sure  that  the  diversity  and 
the  grass-roots  nature  of  communication  is  not  diminished  by  this. 
I  am  not  casting  final  judgment,  however,  I  am  somebody  that  be- 
lieves very  strongly  in  the  concept  of  town  meetings.  I  think  the  In- 
dian pueblos  of  New  Mexico  will  tell  you,  I'll  see  them  any  time 
they  want,  when  they  want  to  talk  directly. 

That  won't  change,  but  I  just  think  we  have  to  be  careful.  Again, 
I'm  not  ending  my  view  on  this,  and  I'm  not  saying  it  just  because 
it  is  a  proposal  that  came  from  the  Senate  either,  although  that 
has  something  to  do  with  it.  We  are  going  to  have  initiatives  here 
that  are  our  own  and  that  come  from  a  lot  of  knowledge  of  Indian 
country  and  constituencies  that  we  have  with  you. 

Let  me  just  conclude  with  my  thanks  to  all  of  you  and  my  hope 
that  in  the  days  ahead,  you  stay  in  touch  with  our  subcommittee 
and  our  staff,  both  the  majority  and  the  minority,  because  our  hope 
is  that  by  spring — and  I  kiiow  the  President  gets  in  a  little  trouble 
setting  deadlines — we  can  develop  legislation  that  will  move  this 
process  forward. 

Thank  you.  The  hearing  is  adjourned. 

[Whereupon,  at  4:23  p.m.,  the  subcommittee  was  adjourned.] 
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Mr.  Bill  Richardson 

Committee  On  Natural  Resources 

U.S.  House  of  Representative 

Room  1324  Longworth  House  Office  Building 

Washington.  DC.  20515 

Dear  Mr.  Richardson: 

During  1992  the  24  Nevada  Tribes  and  Indian  communities  conducted  a  Needs 
Based  Demonstration  Project.  This  Project,  which  was  an  outgrowth  of  the 
Budget  Working  Groups  of  the  Joint  Tribai/BIA/DOI  Reorganization  Task 
Force,  focused  on  TribalJeader  definition  ofneeds  and  strategies,  and  collective 
planning  to  change  the  Tribal/BIA  relationship.  Figure  1  provides  an  overview 
of  the  project,  its  goals  and  objectives. 

Although  the  Project  was  originally  funded  by  the  Reorganization  Task  Force, 
it  has  evolved  beyond  BIA  organization  and  budgeting  in  the  following  ways: 

1 .  The  Rig  Picture  -  The  effort  established  a  comprehensive  set  ofneeds  and 
strategies  across  seven  (7)  functional  categories  that  cover  all  dimensions 
of  tribal  planning  and  management,  and  not  just  those  addres.sed  by  the 
current  BIA  budget. 


2.  Collective.  Multi-Tribal  Planning  -  The  project  working  .sessions  and 
results  represent  all  24  Nevada  Tribes'  concerns  and  priorities. 

3.  Long-Term  Horizon  -  The  needs  and  strategies  are  framed  in  a  multi-year 
horizon,  not  just  the  annual  narrowly  focused  budget  priorities  or 
funding  constraints. 

4.  Reynnd  the  BIA  -  The  Project  addres.ses  the  govemment-to-government 
relationship  and  re.source  allocation  concerns  of  a  variety  of  federal 
agencies  as  well  as  the  State  of  Nevada.  In  its  first  year,  the  Project  has 
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Washington,  D.C.  Page  2 


emphasized  that  tribes  must  work  with  and  orchestrate  a  variety  of  public  and  private 
resources  and  not  just  rely  on  the  BIA  budget.  The  Project  has  also  extended  its  range 
of  participation  to  include  the  Indian  Health  Service,  Department  of  Agriculture, 
Environmental  Protection  Agency,  and  other  agencies. 

5.  Focus  on  Accoiiniahilitv  -  The  Project  emphasizes  that  accountability  is  a  two-way 
street  with  both  Tribes  and  federal  agencies  sharing  the  mandate  for  performance 
evaluation.  Evidence  of  this  is  the  "Project  Evaluation  and  Transfer  Plan"  prepared  at 
the  end  of  the  first  project  year.  Figure  2  Issues  Asses.sment,  and  Figure  3,  Impact 
Assessment,  are  excerpts  from  the  evaluation  report. 

6.  Ball  in  the  Tribes'  Court  -  Constituent  Based  Planning  -  The  Participating  Nevada 
Tribes  recognize  that  planning,  to  be  effective,  is  a  bottom  up  exercise  and  that  the 
Tribes  have  the  responsibility  and  prerogative  to  establish  clear  and  well  documented 
baselines  of  needs  and  priorities  so  that  the  federal  system  reacts  to  them  instead  of  the 
other  way  around.  This  means  constituent,  not  bureaucrat-based  planning. 

7.  CTOvernment-in-Ctovernmeni  Memorandum  of  Agreement  (M.Q.A.)  -  A  M.O.A. 
between  all  Nevada  Tribes  and  the  BIA  was  drafted  in  the  first  year,  based  on  tribally 
defmed  priorities.  This  calls  on  both  Tribal  and  BIA  parties  to  agree  to  fundamental 
principles  and  initiatives  to  make  the  federal  investment  in  Nevada  Tribes  have  a  more 
effective  pay-off  The  M.O.A.  addresses  both  process  (e.g.,  budgeting,  monitoring  and 
evaluation)  as  well  as  program  strategies  (e.g.,  judicial  enhancement,  economic 
development). 

The  initiatives  and  progress  in  the  Nevada  Tribes  Demonstration  Project  give  flesh  to  the 
rhetoric  of  the  Tribal-Federal  Partnership  and  the  Project  is  extensively  documented 
(approximately  500  Pages  of  materials,  proceedings  of  four  planning  workshops  and 
reporting/evaluation  results).  However,  the  momentum  and  long-term  pay-off  iscompromised 
unless  the  original  three  year  Project  life  cycle  is  completed.  This  is  a  unique  and  innovative 
small  tribe  demonstration  involving  all  the  tribes  in  a  single  state  who  are  working  to  build 
capacity,  conduct  joint  long-range  planning  and  establish  a  measurable  rationale  for 
federal/state  resource  allocation.  The  Project  has  a  cost-benefit  multiplier  in  terms  of  its 
transfer  to  other  small  or  multi-tribe  settings. 
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This  Project  is  designed  to  have  a  double-impact;  first,  on  tribal  planning  budgeting;  second, 
on  the  federal  budget.  In  order  to  keep  the  Project  alive  there  is  a  need  for  $75,000  for  each  of 
the  remaining  two  years  of  the  three  year  Demonstration  Project.  The  Nevada  Tribes  believe 
this  is  an  investment  in  tribal  capacity  building  and  a  means  to  make  federal  assistance  more 
effective,  targeted  to  tribally  defined  needs  and  an  element  of  tribal  strategic  planning. 


Very  truly  yours, 
WASHOE  TRI 


EVADA  AND  CALIFORNIA 


A.^rian  Wallace 
Chairman 


ABW:ck 
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NEVADA  TRIBAL  DEMONSTRATION  PROJECl'  STRUCTLIRE 
PROJECT  OVERVIEW 


THE  199M992  DECISION-MAlONG  ENMRONMENT 


1.  >rEVADA  TRIBAL  'READINESS'  DOT  TO  INTER-TRIBAL  WORKING  GROUP  MEETINGS  IN  1991  • 
ANTICIPATINC  NEEDS  AND  RECOMMEN'DED  BIA  CHANGES. 

2.  WESTERN  NEVADA  AGENCY  LEADING  THE  WAY  IN  PROVlDD<G  DETAILED  PROGRAM/BUDGET 
INFORMATION  AND  TESTING  REPROGRAMMING  APPROACE  ES. 

3.  RAPID  AND  SOMETIMES  CONFUSED  SHIIT  FROM  LPA  UXJOMOTIVE  TO  T.B.S.  BULLET  TRAIN. 

4.  MORE  ASSERTIVE  STANCE  BEING  TAKEN  BY  NEVADA  TRIBES  IN  FEDERAL  A>fD  STATE.  RELATIONS. 


DEMONSTRATION  PROJECT  GOALS 


TO  CONDUCT  A  MULTI-TRIBE  DEMONSTRATION  ON  HOW  TO  MAXIMIZE  ALLOCATION  OF  BL\ 
FUNDS  A>;D  RESOURCES  TO  THi;  FILED/AGENCY  LEVEL  BA,S>".D  UPON  TRIBALLY  DEFINXD  NEEDS 
AND  PRIORITIES. 

TO  DEVELOP  AND  DEMONSTRAIE  STRATEGIES  TO  ENABLE  TRIBES,  INDIVIDUAIXY  AND 
COLLECTIVELY,  TO  INCREASE  PARTICIPATION  IN  INTERGOVERNMENTAL  RESOURCE 
ALLOCATION. 


HRST  YEAR  (1992)  PROJECT  OBJE<mVKS 


— 1 


1.  TO  INVOL^T  ALL  TWENTV-FOUR  NEVADA  TRIBES  IN  A  INNOVATIVE  PRIORITY  SETTING  AND 

BUDGETINC  APPROACH  THROUGH  INTENSIVE  PLANNING  WORKSHOPS. 

i.  TO  DEVELOP  A  COMPREHENSIVE,  UPDATED  NEVADA  TRIBAL  STRATEGIC  PLAN  THAT  INCLUDES 

NEEDS,  STRATEGIES  AND  FUNDING  PRJORITIES  FOR  A  THREE  0)  YEAR  PERIOD]  TO  ESTABLISH 
BIA  SUPPORT  BASELINES  FOR  NEVADA  TRIBES  FOR  THE  19513  BUDGET,  AS  WELL  AS 
REQUIREMENTS  FOR  FY  1994  AND  1995. 

3.  TO  ESTABLISH  AN  EVALUATION  AND  ACCOUNTABUJTY  SYSTEM  FOR  THE  DEMONSTRATION 
PROJECT  THAT  FOCUSSES  ON  RESUXTS  AND  TRACKING  COMMITMENT  OF  THE  VARIOUS  TRIBAL 
AND  FEDERAL  PARTIES. 

4.  TO  PROVIDE  A  TRANSFER  PLAN  FOR  OTHER  MULTI-TRIBE  AGENCY  ENVIRONMENTS  BASED  ON 
LESSONS  LEARNED,  INCLUDING  EFFECTIVE  MEANS  OF  BUtOET  NEGOTIATIONS  AND  HOW  TO 
FACIUTATE  THE  ALLOCATION  OF  FEDERAL  SUPPORT  TO  TRIBALLY  DEFTVED  NEEDS  AND 
PRIORfriES. 


L 
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NEVADA  TRIBAL  DEMONSTRATION  I'ROJECT 
EVALUATION  OVERVIEW 


EVALUATION 
TOPIC 

DEFINITION 

EVALUATION 
QUESTIONS 

1.           NEEDS  ASSESSMENT 

OETERMINATION  OF 
PROGRAM/FUNDING  NEEDS  AND 
NEEDS  FOR  CHANGES  IN 
TRIBAL/FEDERAL/BIA 
REIATIONSHIP 

.            WHAT  ARF  NEVADA 

TRIBES  NEEDS  AND  HOW 
WERE  THESE 
DETERMINED? 

2.          PROCESS 

MONITORING 

TRACKING  MAJOR  PROJECT 
MILESTONES  AND  ACTIVITY 
RELATIONSHIPS 

.           HOW  DID  THE  PROCESS 

INTERACT  WITH  THE           I 
BUDGET  AND  DECISION-     | 
MAKING  CYCLES?                 | 

3.            ADMI>fISTRATTVE 
ASSESSMENT 

ROLES  OF  PLAYERS  A.\D  HOW 
DIFFERENT  PARTIES 
INTERAC'llsD 

•            WHAT  IMPACT  DID  THE       B 
PROJECT  HAVE  ON  THE       1 
TRIBAL/BIA  AND  DJTER- 
TRIBAL  RELATION-SHIPS? 

4.          DOCUMENTATION 
REVIEW 

DEGREE  TO  WHICH  PROCESS 
AND  FINDINGS  ARE 
DOCUMENTED! 
COMMUNICATION  OF  RESULTS 

.           HOW  WERE  THE 

PROCESS  AND  RESULTS 
DOCUMENTED;  DID  lUE 
RESULTS  GET  TO  ALL 
KEY  PLAYERS? 

5.           ISSUES 

ASSESSMENT 

IDENTIFICATION  OF  CRITICAL 
ISSUES  THAT  EFFECT  THE 
PROCESSES  AND  OUTCOMES 

•             WHAT  WERE  THE  KEY 
ISSUES  THAT  AlifECTED 
THE  PROCESS;  HOW  CAN 
THEY  BE  RESOLVED? 

6.           IMPACT 

ASSESSMENT 

DEGREE  TO  WHICH  OBJECTTVl^S 
ACHIEVED  AND  IMPACT  ON 
RESOURCE  ALLOCATION 

.           WHAT  IMPACT  DID  THE 
PROJECT  HAVE  ON  THE 
BUyFEDERAL  BLIXIET 
PROCESS,  WHAT  WAS 
DEMONSTRATED? 

7.           PROJECT  TRANSFER 

POrENTlAL  TO  CONVEY  RESUI,TS 
AND  PROCESSES  TO  ANOTHER 
SEITING 

.            WHAT  ELEMENTS  AND 
LESSONS  LEARNED  ARE 
TRANSFERABLE  TO 
OTHER  SMALL/MULTI- 
TRIBE  AGENCY 
SETTINGS? 
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NEVADA  TRIBAL  DKMONSTRATIOW  PROJECT 
DOCUMENT  SUMMARY 


GENERAL  GUIDELINES 


PIANNING  WORKSHOPS 


E 


SPECIAL  REPORTS 


PROJECT      WORKBOOK 
JANUARY  19n  • 
24<  PAGES 

BIA/FEDERAL  BUDGET 
GUIDELINES  AND 
WORKING  PAPERS, 
(INIER-TRIBALCOUNCIL 
OF  NEVADA)  NUMEROUS 
TRAINING  MATERIALS, 
POSITION  PAPERS, 
BUDGET  ANALYSIS 
DOCUMENTS 


WORKSHOP  I.JANUAIIV 
14-15,  WW  J1,PAGES 

WORKSHOP  ;,MARCH  10- 

11,1992 

32  PAGES 

WORKSHOP  3 
APRIL  2^23, 1992 
S6  PAGES 

WORKSHOP  * 
JULY  16, 1992 
52  PAGES 


STATUS  REPORT  TO 
REORGANIZATION  TASK 
FORCE,  BUDGET 
PROCESS  WORK  GROUP 
AUGUST  18,  1992 
15  PAGES 

PROJECT    EVALUATION 
AND    TRANSFER    PLAN 
PRESENTATION 
SUMMARY 
NOVEMBER  1992 
10  PAGES 
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NEVADA  TRIBAL  DKMONSTRAllON  PROJECT 
ISSUES  ASSESSMENT 


ISSUE 

IMPACT 

RECOMMENDATION 

1.          SWITCH  FROM  IPS  TO 
TBS  LN  EAKLY  1992 

PROJECT  SHITTED  GOALS  TO 
ACCOMMODATE  TBS  TRAINING; 
DEMYED  CONVERTING  NEEDS 
AND  STRATEGIES  TO  rUNDD>IG 
REQUIREMENTS 

EARLY  START  ON  FY  94-95               j 
BUDGET  PROCESSES,  WITH              1 
MORE  TRIBAL  DIRECTION  TO 
PROCESS 

J.           MIXED,  INCONSISTENT 
BIA  INVOLVEMENT 

ROLE  or  AREA  OFFICE 
UNCLEAR;  WESTERN  IVEVADA 
AGENCY  ONLY  INVOLVED  - 
RESPONSIVE  PARTY 

FORMAL  BLA  COMMITMENT  AND 
AREA  DIRECTOR  GUIDELINES 
TO  AREA  OFnCE  AND  AGENCIES 

3.           NEEDS  AND  STRATEGIES 
DONT  DRIVE  ■  BIA 
RRSOURCE  ALLOCATION 

INABILITV  OF  BU  BUDGET 
PROCESS  AND  PROGRAM 
STRUCTURE  TO  RESPOND  10 
COIXECnVE  NEEDS  AND 
STRATEGIES 

BUDGET  FLEXIBILrrV  AND  EAR- 
MARKING FOR  CROSS-TRIBAL 
NEEDS  AND  STRATEGIES 

4.          CONFUSED  ROLE  OF 
SEU-GOVERNANCE 
COMPACT  TRIBES 

COMPACT  TRIBES  UNCLEAR  OS 
THEIR  ROLES  AND  DEMO 
PROJECT  BUDGET  IMPACTS 

DEFINE  SELF-GOVERNANCE  AT 
TWO  LEVELS  (INDIVIDUAL  AND 
MULTI-TRIBE).  S-G  TRIBES 
REMAIN  AS  PART  OF  MULTI- 
TRIBE  DEMO  PROJECT  TEAM          i 

S.          COMPETING  v». 
COLLABORATIVE 
RESOURCE  ALLOCATION 

TENTATIVE  TRIBAL  AND 
QUESTIONABLE  BU 
COMMITMENT  TO  JOINT 
PLANNING  AND  NEGCTTATING 
AGREEMENTS 

PROMOTE  "POOLED 
SOVEREIGNTVi  MAXIMIZE 
ALLOCATION  TO  TRIBE/AGENCY 
UIVEL  FOR  LOCAL  PRIORITY          D 
SriTING 

6.          LACK  OF  UNIFORM 

AGENCY  BUDGET  DATA 

DIFFERING  FORMATS  AND 
RESPONSIBIUnES  MAKES  IT 
DIFFICULT  TO  TAKE  BROAD, 
LONG  TERM  VIEWS 

ADOPT  WESTERN  NEVADA 
AGENCY  APPROACH  ON  DATA, 
FUND  STATUS  AND 
REPROGRAMMING 

7.           EIA  FUNDING/PROGRAM 
PRiORTIY  SETTING 
SUPERFICIAL,  NOT 
RELATED  TO  NEEDS 

BUDGET  PRJORITl'  RANKINGS 
REDUCED  TO  PROGRAM  'S0L7.;D 
BITES';  TRIBES  CYNICAL  ABOUT 
PROCESS 

INTRODUCE  TRIBAl-  NEEDS  AND 
PROGRAM  ASSESSMENT  INTO 
AN-NUAL  BUDGET  PROCESS 
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NEVADA  TRIBAL  DEMONSTRATION  PROJECT 
IMPACT  ASSESSMENT 


1992  OBJECTIVES 

ASSESSMENT 

1.            TO  im-OLVE  ALL  NEVADA  TBIBES  IN 
PLANNING  WORKSHOPS 

.            FOUf.  WORKSHOPS  COMPLETED  AND 
DoanviENTED  WITH  AVERAGE  25+ 
PAKTICIPANTS  PER  SESSION.  WORKSHOPS 
RESULTED  IN  CONSENSUS  ON  NEEDS, 
PR0<;KAM  STRATEGIES  AND  PROCESSES 
FOR  CHANGES  IN  TRIBAL/BU 
RELATIONSHIP 

2.           TO  DEVELOP  COMPREHENSIVE,  UPDATED 
NEVADA  TiUBAL  STRATEGIC  PLAN 

•  PRIOIUTY  NEEDS  AND  STRATEGIES 
IDENnFIED  BUT  MULTI-YEAR  FUNDING 
BASELINES  NOT  COMFLL'IED 

•  FRAMEWORK  AND  GUU)EUNES 
ESTABLISHED  FOR  BOl'U  INDIVIDUAL 
TRIRU-  AND  COr,lfX;nVE  STRATEGIC 
PLANS 

3.           TO  ESTABLISH  EVALUATION  AlflD 

ACCOUNTABILITY  SYSTEM  FOCUSING  ON 
RESULTS  ADN  TRACKING  COMMITMENTS 

t           WORKSHOP  PROCEEDINGS  PROVIDE 

RESULTS  OF  DISCUSSIONS  AND  SESSION 
DECISIONS 

»            M.O^L  STATUS  UNRESOLVED 

4.           TO  PROVIDE  TRANSFER  PLAN  TOR  OTHER 
MULTl-TRIBE  AGENCY  ENVIRONMENTS 

•            EXTENSIVE  PROJECT  DOCLTflENTATION 
AND  GUIDELINE  MATERIALS  DEVELOPED 
Wrra  SIX  (6)  KEY  ELEMENTS 
TRA^£FERABL£  TO  OTHER  SETHNGS 

J.           (NEW  OBJECTIVE)  TO  INTEGRATE  THE 

T££.  INTO  THE  DEMONSTRATION  PROJECT 

.            PROJECT  HAD  TO  ACCOMMODATE  NEW 
T35.  AND  MULTIPLE/OVERLAPPING 
DmiATIVES  (TAS.  TASK  FORCE,  ETC.) 
CRE/(.TED  SOME  CONFUSION  AND  DELAY 

6.           (NEW  OBJECTIVE)  TO  EXPAND  THE 

KNOWIJRDGE  BASE  OF  TRIBES  ON  THE 
FEDERAL  BUDGET  PROCESS,  THE  BU 
BUDGET  AND  SPECIFIC  ALLOCATIONS  BY 
PROGRAM  AND  LOCATION 

*           INTElll-TRIBAL  COUNCIL  OF  ARIZONA 
PROMDEO  TRAINING  AND  MATERIALS; 
ASSISITED  TRIBES  IN  UNDERSTANDING 
COMJPLBXmES  OF  PROCESS  AND  HOW  TO 
GET  .\HKAD  OF  TKt  GAME 

7.           (NEW  OBJECTIVE)  TO  DEVELOP  AND 

NEGOTUTE  A  MULTI-TRIBE/BU  M.OA.  ON 
THE  BU  RELAHONSHIF  and  PROGRAM 
STRATEGIES 

*            MOA  DRATTED  BASED  ON  MULTI-TRIBE 
PRIORITIES  BUT  NEGOTUTION  FROCF.SS 
NOT  INmATED 
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NEVADA  TRIBAL  DEMONSTRATIOI<  PROJECT 
TRANSFER  PLAN 


TKAhBFBR  ELEMHI^ 

CUIDBLINF 
MAITOIALS  AVAILABLE 

APfUCAJEOLmf 

L  MULn-TTUBBHrnDSASfflSamNr 

•  NBBDS  ASSESSMEKT  OVERVIUW 
■.  PIJNCnONAL  CAraOORIES 

•  TOAM  OROtJND  RULES 

•  BASEUNB  CRITQUA/INOICATORS 

.  NEEDS  SIAIEMH'fra,  BY  FUNCTION 

•  ANY  MULTI-TRIBB SBIllNU  (iM'TIlA       D 
ORINIBR-friAIB) 

X  njlNSOtO  AND  BUaOBTOKi 

•  rLANNINa  AND  BUDCmNO 
rUNOFLBS 

•  AITLYINO  THE  PRINOriBS 

.  OVEKALL  PROJECT  FRAMEWORK 
K)R  ALLOCATWO  NEEDS  AND 
BUDGETS 

.  TRAINING  TTUBAL  AND  MA  STAFF 
ON  PLANNING  AND  BUDGBTING 

RELATIONSHIPS 

i.  TRIBAL  STRATBOIC  PLANMNO 

•  STRATWKr  PLANNING  OVBRVIBW 
.   PmNOPLES  Of  STRATEGIC 

PLANNING  AND  SBLROOVBRNANII! 
.  TRIBAL  STRAIBGICFIANNIJM 
GUIDEIJNBS 

•  SAMPLE  STRATBGIC  PLAN 

•  MULTI-TRIBE  PROGRAM  STRATBOns 

•  INDIVIDUAL  AND  COLLBCnvB 

TRIBAL  STRATKIIC  PLANNING  THAT 
CBOSffiS  PROGRAM  FUNCITOW             | 

4,  PROCESS  TOR  ASSBSfflNG 
BIA/rUBAL  RELAHONSHIF 

•  SAMPLE  ORXXJND  RULBS 

.  RELATIONSHIP  QUBSnoNS 

•  SAMPLE  OOftSENH  IS  SntAlRUES 
ICRCHANaB 

.  INDIVIDUAL  OR  COLLECTIVE 
TRIBAL  SnUATlON  WHERE 
REASSESSMENT  OF  TXIBAL/BM 
RELATIONSHIP  IS  NEEDED 

1  DBVELOnNOAMULTl-TRIBB/BW 
MEMORANDCM  OF  AOilBEMEKr 
(M.QA.) 

•  BASICS0FAM.O>. 

•  SAMPLE  FORMAT 

.  PROCESS  PORDBVBLOPINa  AND 
NBOOTTATINO  THE  AORBEMENT 

M-OA. 

•  INDTVIDUAL  OR  MULTJ-TRIBB 
WORHNG  AGREEMEI^TS  OUISIUB 
OF  GRANTS  AND  OONTRACTS 

&  IDaNnTONOANDWORKINOWmi 
N0^^8IA.  nWDINO  AND  ASaiSlAMS 
SOURfTB 

•  JTEPS  TO  INVOLVE  OraERAOENdBS 

•  EVALUATION  CUBCKLBT  lOR 
IDENirpyiNa  AND  SCRGENINO 
AGBNOBS 

•  CASH  ^ROH^g^  KIR  E:£PANDINa 
D^VCLVHMKOT  OF  OTHER  AOfiMCIMS 

•  TBinff  INHWESIliU  IN  BXPANDDW 
IKSR  KNOWLEDOB  AND  CAPTURE 
OP  NONaiA  SOURCES  OT 
ASSBtANCE 

7.  DBVBLOnNGBUDOETAND 
nUBAL  OOUNOL  (X' ARIZONA 

(rrcA)  raovn»a) -iHis  SEBViCE 

•  BIA  PROGRAM  INVEhTFORY  WORK 

piAN(rrcA) 

•  wnxHtr  WORKSHOPS  (ircA) 

*  ASSBITNGTRIBBSIN 

UNDERSTANDINO  FEDERAL 
BUDGET  PROCESS  AND  POUCY 
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NEVADA  DEMONSTRATION  PROJECT 

TRANSFER  PLAN  ELEMENT 

NEEDS  BASED  RESOURCE  AIXOCATI  ON  PROCESS 


r                  STKF 

DEMONSTRATION 

SAMPLE  RESULTS 

PROJECT 

(PUBUC  SAFflV) 

PROCESS 

j                                JUSTICE  FUNCTION) 

1.  IDENTiry  NEEDS 

.   WORKING 

.            PRlORmZE  TYTES  OF  CRIMES  JUSTICE 

SESSIONS  ON 

SYSTEM  DEAUNG  WITH 

NEEDS  CRITERIA/ 

LACK  Of  DETENTION  FACILITIES 

INDICATORS 

•            EMT  CEimFICATION  AND  MORE  COMMUNITY 

.  WORKING 

INVOLVEMENT 

SESSIONS 

•           ETC 

AND 

CONSENSUS 

ON  PRIORITY 

NEEDS 

J.  DEVELOP 

.   WORKING 

•            DEVELOI'  MULTI-YEAR  JUDICIAL 

STRATEGY 

SESSIONS  AND 

ENHAhCEMENT  PROCESS 

OPTIONS 

ON  CONSENSUS 

.            DEVELOI'  ADULT  AND  JUVENILE  DETENTION 

AND 

FACIUHES 

RELATIONSHIP 

t            ESTARI  .I:JH  COMPREHENSIVE  AND 

STRATEGIES 

COORDEUTCD  EMERGENCE  RESPONSE 

•   WORKING 

PROGRAlVf 

SESSION  ON 

•            ETC. 

PROGRAM 

STRATEGIES 

3.  DETERMINE 

•   AIXOCATE 

FY  -93  BU  CONCFr,SSIONAL  BUDGET  REQUESTS  FOR 

CURKKNT 

AGENCY  AND 

NEVADA  TRIBES  AND  AGENCIESt 

ASSISTANCX 

PROGRAM 

LEVELS 

FUNDING  TO 

$2,773^  ■  37.7*  OF  ALL  FUND  39000  TRIBE/AGENCY 

SEVEN  (7)  BROAD 

REQUESTS 

FUNCTIONS 

4.  DEFINE 

•  CONVERT  NEEDS 

ESTABLISH  ACnON  PLAN  FOR  EACH  OF  THE  SEVEN 

ASSISTANCE 

AND  STRATEGIES 

(7)  PUBUC  SAFETY  AND  JUSTICE  PROGRAM 

REQUIREMENTS 

TOBITXJET 

STRATEGIES.  PIAN  TO  IDENTUiY  FUNDING 

LEVELS  AND 

REQUIREMENTS  (MliLTI-YEAR)  AND  SOURCES 

NEGOTUTE 

EARMARKS  (TO 

BE  COMPLETED 

IN  1593) 

S.  IDENTIFY  AND 

•   IDENTIFY  AND 

•    BIA 

ORCHESTRATE  BIA  • 

MATCH 

.  U.S.  ATTORNEY/JUSTICE  DEPARTMENT 

NONBIA 

RESOURCES  TO 

•   STATE  AND  LOCAL  AUTHORITIES 

ASSISTANCE 

TRIRAI,  NEEDS 

•   LOCAL/REGIONAL  EMERGENCY  RESPONSE 

RESOURCES 

•   CONSULT  AND 
NEGOTIATE  WITH 
AGENCIES 
(COMPLETE  IN 

NETWORK  (PUBUC  AND  PRIVATE) 

1993) 

10 
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NEVADA  TRIBAL  DEMONSTRAllOI^  PROJECT 

SMALL  TRIBES'  FUTURE  SCE^:AR10S 


SCENARIO 

DRIVING 
FORCES 

LMAGE 

1.          STATUS  QUO 

,           FIGHT  FOR  SURVIVAL 
«            ANNUAL  FUNDING  AND 
POLITICAL  DOCnGHT 

BATTERED,  HOMELESS  ORPHAN    | 

2.          GRADUAL 

TERMINATION 

•  DOMLNANCE  OF 
ECONOMIES  OF  SCALE 
(SMALL  LOSE  OUT) 

•  JURISDICTIONAL 
CHAI,I£NGE  AND 
EROSION 

TUMBLEVVKED 

3.           MULTIPLE 

PLATFORMS  OF 
SOVEREIGNTV 

.            BUILDING  TRIBAL 
GOVERNANCE  AND 
MANAGEMENT  CAPACrW 
STRENGTHENING  LEGAL 
AND  LEGISLATIVE 
STANDING 

SMAIiIi,  BUT  ROCK  SOLID 
FOUNDATION 

4.           ENLIGHTENED  HUSTLE 

AGGRESSIVE  PURSUrr 
AND  CAPTURE  OF  ALL 
(FEDERAL,  STATE,  LOC/O, 
PRIVATE)  RESOURCES 
•           NEGOTUTING  WITH 
STRENGHTAND 
COMMUNITY  SUPPORT 

BULLDOG  "LEROY  BROWN" 

S.           MULTI-TRIBE  LSVERAGE 

♦            lin-ERAGING  MUTUAL 
INTERESTS 

>           COLLECTIVE  PUSH  FOIL 
TRIBAL  INTEGRmr, 
RIGHTS  AND  RESOUROES 

TTAM  OF  HORSES 

11 
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THE  CONFEDERATED  TRIBES 

OF  THE  GRAND  RONDE  COMMUNITY 

OF  OREGON 


January  28,  1993 


Honorable  Bill  Richardson, 
Chairman,  ii<m\i  loi  n<  ii 

Subcommittee  on  Native  American  Affairs 
House  Committee  on  Natural  Resources 
1522  Longworth  House  Office  Bldg. 
Washington,  D.C.    20515 

Dear  Chaimman  Richardson: 

Yesterday,  I  was  informed  that  your  Subcommittee  conducted  an 
oversight  hearing  regarding  the  1992  progress  report  of  the  joint 
Tribal  -  BIA  -  DOI  task  force,  which  has  been  active  to  facilitate 
the  reorganization  of  the  Bureau  of  Indian  Affairs  since  early 
1991.  The  reason  this  particular  task  force  was  chartered,  was  to 
enable  Indian  tribes  to  submit  their  input  to  the  BIA  on  its 
reorganization.  The  common  agreement  throughout  Indian  Country  was 
the  Bureau  should  delegate  more  operating  authority  and  funds  to 
the  Area  Offices  and  Agencies,  not  to  add  more  bureaucratic  layers 
in  the  Washington  D.C.  headquarters.  Only  then,  would  the 
reorganization  be  of  any  substantial  benefit  to  the  tribes 
themselves. 

According  to  our  contact  person  in  Washington  D.C,  you  spoke 
of  some  concerns  regarding  the  activities  of  the  task  force,  such 
as  their  suggestion  to  have  a  BIA  "Advisory  Commission",  to 
continue  the  reorganization  effort,  which  has  already  been  active 
since  January  of  1991. 

You  are  completely  correct  in  your  concern  that  such  a 
commission  will  interfere  with  and  diminish  the  government-to 
government  relationship  between  individual  tribes  and  the  United 
States.  The  creation  and  institutionalization  of  such  a  "super 
tribe"  as  you  phrased  it,  con  only  work  to  diminish  the  unique 
authority  and  sovereignty  of  individual  tribes,  as  well  erode  the 
special  obligations  of  the  United  States  to  the  Tribal  governments. 

We  wish  to  let  you  know  that  the  Confederated  Tribes  of  the 
Grand  Ronde  Community  of  Oregon  whole-heartedly  agree  with  your 
concerns  addressed  at  this  oversight  hearing,  by  wondering  if  it's 
possible  to  have  a  "super  tribe"  entity  do  harm  to  Indian  tribal 
governments,  which  we  believe  will  be  the  case. 


1   VII'Ol    \ 

MOi   \l  I   \ 

kOC.l  [    l<l\  1  l< 

KAI  Al'r>,\ 

tllASIA      ■ 


96l5(iRANt>  RO\l)L  Rl) 

(■RAM3  R(JM)r.  OKTCiON  97.147 

(5(111X79-5215 
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THE  CONFEDERATED  TRIBES 

OF  THE  GRAND  RONDE  COMMUNITY 

OF  OREGON 


Letter  to 

Bill  Richardson, 

Pg.  2 

Overall,  this  task  force  has  done  a  good  job  attempting  to 
reorganize  a  branch  of  the  federal  government,  which  has  been 
beleaguered  with  problems  since  its  establishment.  However,  the 
task  force  has  done  some  things  our  Council  feels  will  ultimately 
undermine  the  BIA's  trust  responsibility  to  Tribes.  Besides 
supporting  this  "Advisory  Commission",  the  task  force  adopted  a 
resolution  supporting  the  National  Indian  Policy  Center,  based  out 
of  George  Washington  University,  commonly  known  as  the  "Think 
tank". 

In  June  of  1992,  a  bill  was  introduced  through  the  Senate 
Select  Committee  on  Indian  Affairs,  to  make  this  entity  permanent. 
I  wrote  a  letter  on  September  3rd,  1992,  expressing  our  Tribe's 
opposition  to  the  think  tank  and  was  informed  by  the  Senate  Select 
Committee  staff,  that  our  comments  were  too  late  to  be  submitted 
into  the  record.  Fortunately,  thanks  to  the  Committee  on  Interior 
and  Insular  Affairs,  the  bill  didn't  clear  through  the  102nd 
Congress.  During  that  time,  the  Interior  Committee  staff  apparently 
received  a  great  deal  of  flak  from  Senate  Select  staffers.  We  are 
indebted  not  only  to  you,  but  the  efforts  of  Tadd  Johnson  and 
Steven  Heeley  for  the  work  they  have  done  to  address  these  concerns 
voiced  by  our  Tribal  Council. 

It's  anticipated  that  in  the  103rd  Congress,  bills  pertaining 
to  these  two  entities  will  be  introduced  in  the  Senate.  If  so,  we 
will  no  doubt,  wish  to  testify  not  only  to  the  Senate  Select 
Committee,  but  to  your  Subcommittee,  if  any  hearings  may  be 
scheduled. 

Chairman  Richardson,  I  realize  that  this  letter  is  lengthy. 
However,  the  concerns  you  voiced  at  the  oversight  hearing  on 
January  27,  only  echo  the  concerns  we  have  voiced  for  the  last  two 
years.  Thank  you  for  your  efforts  to  protect  the  government  to 
government  relationship  that  Tribes  now  have.  In  1954,  our  Tribe 
was  terminated,  and  after  10  years  of  hard  work,  we  were  restored 
through  P.L.  98-165  on  November  22,  1983.  Therefore  we  will  be  on 
guard  to  see  that  this  disastrous  thing  called  "termination"  will 
not  happen  again. 


Sincerely, 

Mark  Mercier, 
Tribal  Chairman 

cc:   Edwards  Associates 
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Nalioiial  Induin  I'olio  (  cdlci 
The  <icorgc  Viashinjiiun  L'nivcrsin- 
2 1  .^(i  Pcnn5\l\ania  Ave  .  N  W 
Washington,  DC  2(K)S2 
(202)6-6-1401 
lax:  (202)  6764405 


Testimony  of  Alan  R.  Parker 

Director 
National  Indian  Policy  Center 

Subcommittee  on  Native  American  Affairs 

Committee  on  Natural  Resources 
United  States  House  of  Representatives 


It  is  a  pleasure  to  provide  testimony  to  this  newly 
established  subcommittee  on  the  reorganization  of  the  Bureau  of 
Indian  Affairs.  I  understand  that  this  hearing  will  be  the  first 
of  a  series  of  hearings  on  major  Indian  policy  issues.  The 
National  Indian  Policy  Center,  a  congressionally  sponsored  research 
project  designed  to  lead  to  the  establishment  of  a  permanent, 
federally  chartered  research  institute,  has  participated  in  the 
work  of  the  BIA  Reorganization  Task  Force  by  offering  testimony  at 
numerous  hearings  and  contributing  to  work  group  meetings.  Under 
the  direction  of  a  Planning  Committee  of  tribal  leaders,  the  Policy 
Center  has  agreed  to  assist  the  Task  Force  in  researching  the 
process  of  tribal  government  budget  development.  Our  Planning 
Committee  has  agreed  that  formulating  a  rational,  fair  and 
consistent  method  of  justifying  the  budget  for  local  governmental 
services  is  an  extremely  important  task  that  will  benefit  all 
tribal  governments.  In  addition,  such  an  accomplishment  will 
assist  the  Congress  in  effectively  allocating  available 
appropriations  and  provide  important  political  credibility  in 
support  of  BIA  funded  tribal  government  services. 

The  Planning  Committee  and  management  of  the  National  Indian 
Policy  Center  welcomes  this  opportunity  to  share  with  this 
Committee  the  views  and  comments  of  tribal  leaders  and  policy 
experts  regarding  BIA  reorganization.  We  see  this  as  an 
opportunity  to  demonstrate  the  role  contemplated  for  the  Policy 
Center  by  the  sponsors  of  authorizing  legislation  for  the  Policy 
Center  which,  so  far,  has  only  been  introduced  in  the  Senate.  In 
essence,  this  role  is  provide  research  assistance  to  tribes,  Indian 
organizations  and  federal  offices  including  the  Congress.  Over  the 
past  two  years  we  have  organized  and  sponsored  numerous  meetings  of 
tribal  leaders  and  policy  experts  to  "brainstorm"  complex  Indian 
policy  issues,  commissioned  studies  and  published  reports  on  our 
work.  Thus,  we  have  defined  the  role  of  the  Center  as  an 
institution  to  assist  and  facilitate  rather  than  as  a  "think  tank" 
which  develops  and  advocates  policy  positions.  In  this  capacity, 
we  are  pleased  to  report  to  the  Committee  our  findings  regarding 
the  BIA  Reorganization  Task  Force. 
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o  The  Task  Force  would  not  exist  except  for  the  initiative  of 
tribal  leaders.  When  Secretary  Lujan  proposed  a  reorganization  of 
the  BIA  in  September  of  1990,  it  was  rejected  by  the  political 
leadership  of  tribes  from  across  Indian  Country  for  the  simple 
reason  that  they  had  not  been  involved  in  the  development  of  this 
reorganization  plan.  It  was  the  collective  view  of  tribal  leaders 
expressed  to  Secretary  Lujan  that  the  government-to-government 
relationship  required  something  more  than  the  cursory 
"consultation"  that  had  preceded  the  formulation  of  sweeping 
changes  in  the  one  federal  agency  which  has  the  greatest  role  on 
Indian  reservations.  The  Congress  was  supportive  of  the  position 
of  tribal  leaders  on  this  matter  and  imposed  a  requirement  in  the 
Interior  Appropriation  Act  for  FY  1991  that,  before  any  funds  could 
be  expended  for  reorganization  the  Secretary  must  assemble  a  group 
of  tribal  leaders  to  be  involved  in  the  process.  As  we  know, 
Secretary  Lujan  subsequently  appointed  the  Task  Force  under  the 
authority  of  the  Federal  Advisory  Committee  Act  and  charged  the 
three  delegates  from  each  BIA  region  to  work  with  tribes  in  their 
respective  area. 

o  The  Task  Force  is  seen  as  a  "Prototype"  of  how  tribal 
representatives  should  participate  in  the  development  of  federal 
policy  decisions  that  affect  their  vital  interests.  Tribal 
delegates  are,  for  the  most  part,  democratically  elected  by  the 
tribes  in  their  area  to  represent  them  in  the  policy  making  process 
of  the  reorganization.  They  literally  "have  a  seat  at  the  table" 
as  issues  are  debated  and  decisions  are  made.  This  participatory 
process  is  a  far  cry  from  "consultation"  in  which  federal  agencies 
develop  Indian  policies  behind  closed  doors  and  then  ask  for 
comments  from  tribes  after  the  fact.  For  many  years  tribal  leaders 
have  known  that  their  comments  and  recommendations  in  such  a 
consultation  process  may  or  may  not  have  any  weight  or  influence. 
In  these  situations  it  depends  on  the  decision  making  authority  and 
issue.  Ultimately,  the  process  is  an  arbitrary  one  and  it  is  this 
aspect  of  arbitrariness  that  is  fundamentally  in  conflict  with  the 
government-to-government  relationship.  In  clear  contrast,  the 
participatory  process  of  the  Task  Force  puts  issues  on  the  table 
for  debate  before  they  are  decided  and  directly  involves  tribal 
representatives  in  the  decision  making.  For  this  very  important 
reason,  the  process  has  resulted  in  recommendations  that  should  be 
taken  seriously  by  other  tribes  and  the  Congress.  It  is  also  the 
hope  and  objective  of  many  tribal  leaders  that  this  process  of 
participation  will  be  preserved  and  extended  to  other,  fundamental 
aspects  of  the  tribal-federal  government-to-government 
relationship. 

o  The  Task  Force  recommendations  on  reform  of  the  BIA  budget 
formulation  process  have  been  broadly  supported  by  tribes  across 
Indian  Country.  Under  federal  law  the  BIA  is  responsible  for 
providing  many  different  government  services  to  Indian  reservation 
communities.  Increasingly,  these  services  have  been  contracted  by 
tribal  governments  under  the  authority  of  the  Indian  Self- 
Determination  Act  and,  recently,  the  Self-Governance  Demonstration 
Authority.    The  Task  Force  has  proposed  and  the  Appropriation 
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Committees  have  agreed  that  these  local  governmental  service 
budgets,  with  the  exception  of  formula  funded  education  funds,  may 
be  reprogrammed  at  the  discretion  of  tribal  governments.  And,  in 
order  to  bring  integrity  and  equity  to  the  process,  the  Task  Force 
has  proposed  that  a  Standard  Assessment  Methodology  be  developed  in 
order  to  have  a  rational,  systematic  base  for  tribal  government 
service  budgets.  As  students  of  the  BIA  budget  process  all  know, 
the  existing  base  is  fundamentally  arbitrary  having  been 
established  in  1972  as  an  historical  base.  That  is,  whatever  the 
budget  for  each  tribe  happened  to  be  in  1972  became  the  base  and 
that  figure  itself  was  derived  by  arbitrary  allocations  whose 
origins  are  lost  in  the  mist  of  BIA  time.  Thus,  the  Task  Force 
efforts  to  achieve  a  rational  system  is  intended  to  restore 
integrity  to  this  process. 

As  you  are  aware,  the  BIA  Reorganization  Task  Force  has 
addressed  a  great  many  issues  in  terms  of  the  structure  of  agency, 
area  and  central  offices  in  addition  to  reform  of  the  budget 
process.  They  have  made  significant  progress  over  the  past  two 
years  and,  in  the  view  of  many  tribal  leaders  and  experts  providing 
comments  to  the  Policy  Center,  they  need  to  be  given  the  time  to 
finish  the  job.  If  the  Congress  will,  in  the  exercise  of  its 
oversight  responsibility,  monitor  the  work  of  the  Task  Force  and 
provide  valuable  input  as  requested  by  tribes,  the  end  product  will 
enjoy  the  support  of  Congress,  the  tribes  and  the  Administration  to 
the  benefit  of  all. 
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February  26,  1993 


Honorable  Bill  Richardson 
U.S.  House  of  Representatives 
Washington  DC  20515 

Dear  Congressman  Richardson: 

It  was  with  exteme  interest  that  I  read  newspaper  accounts  of  your  comments  before 
the  subcommittee  concerning  the  Joint  Tribal/DOI/BIA  Reorganization  Task  Force,  of  which 
I  am  a  member,  representing  the  Eastern  Area;  and  I  must  say  that  I  agree  with  many  of  the 
aspects  of  your  viewpoint  on  the  matter.    I  belike  the  Task  Force  wds  in  many  ways  an 
admirable  idea.    But  the  bottom  line  is  that  no  true  changes  are  going  to  come  to  the  Bureau 
unless  they  are  imposed  from  the  top  down  by  the  Congress  and  the  White  House. 

The  BIA  bureaucracy  is  so  entrenched,  is  so  loaded  with  incumbents  in  positions  who 
have  learned  through  many  years  how  to  avoid  any  work  and  all  responsibility  that  efforts 
by  tribal  governments  to  improve  the  Bureau  are  stymied  at  first  attempt.   The  chief 
bottleneck  positions  in  this  regard  are  the  Area  Directors  and  the  Central  Office  branch 
chiefs,  as  well  as  the  Interior  Solicitor's  Office.   The  BIA  structure  is  so  rigidified  that  the 
most  important  issue,  that  of  staff  incompetence,  cannot  be  affected  by  anything  that  tribal 
governments  might  do. 

Area  Offices  often  play  economic  politics  with  tribes  in  the  area:  "I'll  give  you  this  if 
you  support  me  on  that."  This  has  made  it  extemely  difficult  to  discuss  alternatives  to  the 
Area  Office  structure,  as  Area  Office  staff  can  run  to  tribes  and  generate  their  opposition  to 
considering  alternatives. 

Yet  what  is  especially  needed  at  the  present  time  is  an  alternative  concept  to  the  Area 
Offices  --  either  eliminating  them  or  reducing  their  number  to  three  or  four.  Currently  the 
Area  Offices  have  none  of  the  expertise  needed  by  tribes,  do  not  furnish  helpful  technical 
assistance,  and  serve  mainly  as  a  stopping-place  for  paperwork.    There  are  three  major  areas 
in  which  the  Area  Offices  seem  to  concentrate  in  the  placement  of  obstacles  to  tribes:  1)  the 
purchase  of  off-reservation  lands  and  their  conveyance  to  trust  status,  2)  the  allocation  of 
economic  development  funding,  and  3)  gaming  issues. 

The  functions  tribes  routinely  need  fulfilled  are  contract  review  and  approval  (which 
could  be  handled  by  regional,  or  a  national,  contracting  office),  protection  of  trust  resources 
(which  could  also  be  handled  nationally  or  regionally),  and  tangible  support  for  tribal 
economic  development  ventures.   On  this  last,  the  Task  Force  has  recommended  creation  of 
six  regional  offices. 

On  the  programmatic  side,  the  Task  Force  has  recommended  a  large  number  of 
potentially  valuable  changes  to  the  Bureau  approach,  including  establishment  of  an  Office  of 
Economic  Development,  with  the  six  regional  offices  mentioned  above.    Although  this  has 
received  the  approval  of  the  Congressional  committees,  the  Bureau,  as  I  understand  it,  has 
made  no  move  to  implement  it. 

I  would  encourage  you  and  the  subcommittee  to  continue  to  look  into  the  Bureau 
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Honorable  Bill  Richardson 
February  26,  1993 
Page  2 

structure  and  to  work  with  the  Clinton  Administration  to  address  those  problems  which  the 
Reorganization  Task  Force  has  not  been  able  to,  and  will  not  be  able  to,  from  its  position 
outside  the  Bureau,  combat  and  solve. 

On  another  subject,  I  would  respectfully  urge  your  continued  support  for  the 
demonstration  project  on  tribal  government  control  of  reservation  HUD  resources,  the  subject 
of  your  bill  from  the  last  session,  deriving  from  the  Jicarilla  meetings,  which  I  attended. 
This  approach  would  permit  tribal  governments  to  take  control  of  HUD  resources,  and 
eliminate  the  HUD-dominated  Indian  Housing  Authorities,  so  they  can  develop 
comprehensive  programs  to  meet  the  housing  needs  of  all  their  citizens,  not  just  those 
eligible  under  HUD's  rather  narrow  (at  least  in  the  reservation  context)  target  groups.  It 
would  permit  tribes  to  collect  all  federal  housing  and  community  development  resources  to 
comprehensively  address  local  needs.  In  this  way,  services  for  the  constituency  the  federal 
government  is  trying  to  help  would  be  the  clear  responsibility  the  tribal  government,  and  the 
accountability  situation  would  be  much  clearer. 

I  would  suggest  that  the  nationwide  demonstration  program  embodied  in  your  bill  be 
expanded  to  a  period  of  two  years  at  $100,000  per  year  per  tribe,  and  that  12  tribes  to  be 
involved  by  specified  in  the  legislation.    I  would  further  suggest  that  those  tribes  consist  of 
one  federally-recognized  tribe  from  each  of  the  BIA  areas,  and  that  their  selection  be  made 
on  the  basis  of  prospects  for  success  and  the  tribe's  commitment  to  resource  coordination  and 
improvement  of  the  housing  conditions  of  its  members. 

Please  let  me  know  if  there  is  any  way  I  might  be  of  help  as  you  begin  your  tenure  as 
Chairman  of  the  new  subcommittee. 

Sincerely, 


PM:ab 

cc:       Subcommittee  Members 

Honorable  G.V.  Montgomery 
Eddie  F.  Brown 
Dominic  Nessi 
Dan  Press 
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